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SUMMARY 

The general purpose of this research is to explore the Hterature on professional 

management practice and to assess its impact on the beHefs and behaviours of sport 

administrators in Australia. Within these broad parameters, the specific aims are: 

first, to identify the management systems which comprise professional management 

practice; second, to identify those factors that may affect sport administrators' 

beHefs or appHcations of professional management practice; and finaUy, to construct 

a typology of professional management practice used by Australian sport 

administrators. 

Three major factors were found to affect administrators perceptions and uses of 

professional management practice. The first factor was identified as fundamental 

assumptions, which encompasses administrators' views on the relationship between 

business and sport, and their beHefs concerning the fiamework in which professional 

management practices are employed within their own personal experience. The 

second factor was classified as professionalism, which includes administrators' views on 

the notion of professionaHsm, and its effect on their appHcation of management 

practices. The final factor was distinguished as contextual forces, which comprises the 

manner in which the organisational and industrial environment affects 

administrators' use of professional management practice. However, this thesis will 

demonstrate that precisely how each factor impacts upon the professional 

management practices of respondents remains unclear until all three factors are 

combined to construct a typology of professional management practice in sport. 

To faciHtate the conceptoaHsation of a professional management practice typology, 

respondents were categorised within two gross management perspectives: fijcst, the 

common-sense approach, which views management as an activity requiring Httie 

other than common sense; and second, the theoretical best-practice approach, which 

holds that in addition to common-sense, there are a 'set' of management best-

practices that can be used to maximise an organisations' processes and outcomes. 



Broad management perspectives were combined with fimdamental assumptions to 

create a typology describing individual approaches to professional management 

practice. Four categories were created, which align with the four categories created 

by organisational and industry direction. These four categories were kbeUed: first, 

'Spot-fire'; second, 'SmaU-business'; third, 'Industry'; and finaUy, 'Generic'. 

'Spot-fixe' management practices are based on common-sense and urgent necessity, 

and include development planning and financial budgeting. 'SmaU-business' 

management revolves predominantiy around a contingency approach, and include 

rudimentary forms of planning, budgeting, marketing, training, performance 

measurement, process analysis and human resource management. 'Industry' 

respondents embrace three 'professional' management techniques: first, development 

planning; second, financial management; and finaUy, marketing management. The 

'Generic' approach to professional management practices is characterised by a 

functional systems approach, including development, financial, marketing, human 

resource, facility, special projects, infra-structure, event and culture management, 

framed within the common practices of strategic planning and quaHty management 
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CHAPTER 1. INTRODUCTION 

1.1 Background 

Different societies react to the capitaHst imperatives of competition and material 

growth in varying ways. Industrial societies have responded to these pressures by 

instimrionaHsing and bureaucratising their business practices, and creating a mass of 

management theories, administrative principles, and employee training programs. At 

the heart of this system of management and training is a compulsive need to do 

things better and smarter; that is, to become more 'professional'. However, exactiy 

what 'professionaHsm' comprises has rarely been addressed, and when it has, it has 

usuaUy been concerned with broad assumptions and sociological interpretations. 

In today's world of entrepreneurial and flexible business enterprises, professionaHsm 

is regarded as a prerequisite for success. Traditionally, professionaHsm has been 

associated with behaviour Hke, or along the Hnes of a 'professional', and belonging to 

a profession. The early Hterature on professionaHsm referred to those who belong to 

a group that possess specific knowledge gained from education and training, provide 

an essential service that impacts the community, and demonstrate a code of conduct 

that is enforced by a governing body (Larson, 1977). 

While elements of this definition remain, the contemporary sociological 

understanding of a professional has widened to encompass a larger, more diverse 

occupational span. The idea of professional management has evolved into a 

methodology for business success. Today the term 'professional' is used to describe 

expert competence (Mautz 1988). Thus, professionaHsm refers to not only the 

sociological interpretation of an occupation (which emphasises training, service and 

ethical standards), but also to the best, smartest, most efficient and effective 

management practices that can be employed in any given situation. Both business 

and sport management/administration Hterature suggests that the term appHes to a 

way of doing business, and that to describe a person or a practice as professional is 

to pay them the highest compHment in terms of expertise and competence (Arkin 



1992; Auld 1994; Box 1993; Davis 1994; Parkhouse 1981; Reed and Antiiony 1992; 

Thibault, Slack and Hinings 1992; Zanger and Parks 1990; Zeigler 1983). 

Over recent years, professionaHsm has been increasingly associated with Australian 

sporting organisations, many of whom actively seek to achieve profits as much as 

premierships and participation increases. Clubs and sporting organisations must 

perform. financiaUy (or at the very least remain viable) if they want to survive in the 

highly competitive world of 'hyper'-commerciaHsed sport. With this increasing 

emphasis on commerce, commodification, sponsorship and entertainment, many 

sport foUowers in Australia concede that eHte sport has developed into a business 

(James, 1995; MQls, 1994; Stewart, 1990; Westerbeek, ShUbury and Deane, 1995). 

Subsequentiy, a more systematic and 'serious' approach to the management of sport 

has emerged, which has lead to an inexorable sHde toward the implementation of 

'business' practices in the administration of sporting organisations, and has lead 

many sports administrators to talk about increasing the level of 'professionaHsm' 

within thek organisations by emulating competitive, commercial, profit-driven 

enterprises. However, while sports administrators use the term 'professional' to 

describe those management practices that apply to the competitive commercial 

world, neither the specific components of professional management practices, nor 

the frequency with which they are utiHsed, are usuaUy identified. This thesis seeks to 

unravel the dimensions of professional management practice. It aims to construct a 

model by which to describe professional management practice in Australian sport, by 

first, tracing its antecedents in 'business' through a review of Hterature, and, by 

second, exploring the behaviours, beHefs and opinions of practising sports 

administrators. 



1.2 Research problem/question 

The days of sport being administered solely by volunteers is over. Professional sport 

in Australia is constrained by the same economic and fiscal laws that govern 

competitive commercial firms (Aris, 1990; Wilson, 1988). Indeed, we have seen 

many high profile sporting organisations struggle for survival due to questionable 

management practices, because sporting organisations must perform both on the 

field as weU as off Financial success is required to maintain the organisation's 

viabUity, and to ensure that players and employees can be offered lucrative packages 

to secure their services. Sporting organisations must fight for the same spectator, 

supporter, member, sponsor and government doUar, and can only make major 

decisions with the support of their members, and occasionaUy, shareholders. Thus, 

the process of administering sport differs Httie, on an economic level at least, fi:om 

the administration of commercial businesses. These similarities have lead to a 

recognition in sporting clubs that their management practices must become more 

Hke commercial practices. In other words, there is a trend toward more 

'professional' management practices. 

However, the term 'professional', while appHed universaUy to describe expert 

competence in sport, has proven elusive when it comes to specifying its constituent 

elements. What exactiy professional management practice comprises has rarely been 

identified. This research aims to provide an answer to this conundrum, and it is 

anticipated that in doing so, wiU expand the management options available for 

sporting organisations to foUow in their quest to become more effective in their 

administrative practices, and to provide quaHty services to thek constituents. 



1.3 Justification for the research 

No matter where you turn, the term 'professionaHsm' arises. In recent times this 

term has been used in reference to the need for increased levels of competence in 

the management and administration of sporting organisations. This growing 

emphasis on professionaHsing management practices in sport administration is a 

reaction to the substantial sums of money involved in sport in Australia, and the 

need to manage this money 'properly". As a result, sporting clubs and organisations 

are attempting to become more competent, efficient and effective. Their chosen 

method to achieve this goal has been to copy commercial business practices which 

are deemed to be more effective at generating resources and more economical in 

managing resources. This is because commercial enterprises simply cannot continue 

without being 'professional' enough to be profitable. However, the problem for 

many sporting clubs and organisations is that traditionaUy, they have not needed to 

make a profit. Many have survived by virtue of gnaranteed government funding and 

'association' support. WhUe government fiinding is greater than ever before, more 

sporting organisations are competing for the same resources, and as a result, the 

government increasingly requires sporting organisations to provide documented 

plans outlining how grants wUl be spent, and how outcomes wiH be monitored. As a 

bottom Hne, those organisations that do not meet their goals, such as winning medals 

in international competition, are Hkely to receive less government money. 

The purpose of this research, therefore, is to define what constimtes professional 

management practices, in order to aUow sporting organisations to capitalise on this 

knowledge to subsequentiy improve their 'off-field' performances. It is anticipated 

that this research will not only identify specific professional management practices 

that connect to the practices of sports administration, but also to link them back to 

professional or 'best' management practices in commercial organisations. This thesis 

constimtes the first serious piece of research to consider these questions in a 

scholarly and systematic manner. 



1.4 Methodology 

Determining the meaning, s:^nificance and use of professional management practices 

in sporting organisations is a task reqioiring the coUection of detaUed information. 

The depth of information required was sufficient to exclude a quantitative approach; 

limited by rigidly constructed questions, pen and pencil tests, and scaled responses, 

quantitative research would be unable to yield the appropriate magnitude of insight. 

In other words, while quantitative research can answer 'what' and 'how many', it 

cannot sufficientiy answer why and how. Slack (1995), argued that one of the 

criticisms of much of the research conducted in the sport management field is its 

over-reHance on quantitative approaches, thus supporting the caU for more 

quaHtative stodies. A quaHtative methodology was utUised for this research project, 

incorporating unstructured in-depth interviews with a diverse sample of sport 

administrators. 

Theoretical sampling was used in order to ensure that a wide range of administrators 

were selected. The population for the sample involved national sporting 

organisations, state sporting organisations, and clubs participating in national league 

competitions. Two case-selection procedures were employed. Ficsdy, sampUng 

categories were purposefuUy selected on the basis of their prominence in the 

Hterature, and secondly, the remaining cases were 'discovered' as data coUection 

proceeded, their relevance to the research question arising as the data was analysed. 

Thus, the decision to include additional cases was justified by data as it was 

progressively coUected. This process hinged upon flexibUity, as the type of new 

cases cannot be predetermined. 

A Hterature review was used as a foundation to determine purposeful sampling 

categories. This review indicated three circumstances that affect sports 

administrators' perceptions and adoption of professional management practices, and 

are described in detail in the Chapter two. An additional 'discovered' sampHng 

category was also introduced, based on information obtained fi:om initial interviews. 



Twenty-nine interviews were conducted, in an unstructured and in-depth format 

Data-coUection and data-analysis were undertaken concomitantiy, consistent with the 

anal3rtic-induction method. Interviews were coded, and then categorised into 

clusters of relevant themes, issues and concepts that could be readily imderstood. 

This essentiaUy interpretive, quaHtative research was based in grounded theory, 

where aU theory and interpretation evolved from the research data. 



1.5 Structure of thesis 

This thesis is divided into five chapters. Chapter one provides an introduction to the 

research topic. Chapter two is a Hterature review, and includes an analysis of the 

sociological antecedents of professionaHsm, a review of the commercial business 

management perspective of professionaHsm and management practices, an 

examination of the economic parameters of sport, and an investigation of 

professionaHsm and management practices in relation to sport management and 

administration. The purpose of Chapter two is to provide an understanding of 

contemporary thinking concerning the research problem, both in sport and in 

commercial business. Chapter three outlines the methodology used in undertaking 

this research, whUe Chapter four is a detailed report, explanation and critical 

discussion of the results. FinaUy, Chapter five summarises the research in the form 

of a conclusion. 



1.6 Definitions 

The idea of what management 'is' has not changed much in decades. For example, 

KimbaU and KimbaU (1947), offered a wide view of management They stated that 

management incorporates aU duties and functions that pertain to the initiation of an 

enterprise, its financing, the estabHshment of poHcies, the provision of equipment, 

the estabHshment of the general form of the organisation, and the selection of the 

organisation's principle officers. Later, Terry (1960), succinctiy compressed the 

functions of management into four categories: firstiy, planning, what is to be done, 

where, when and how; secondly, organising, who is to do what; thirdly, actuating, 

attaining employee wUHngness and co-operation; and finaUy, controlling, checking 

that the planned work is being properly carried out, and to remedy any difficulties. 

Contemporary definitions of management are based on the four fundamental 

categories outlined by Terry (1960), and are encapsulated in the view that the 

common element, or essence of management is co-ordination (Chelladuria, 1995). 

The principles underlying sport management are no different. For example, 

CheUaduria (1995), defines sport management as, 'the coordination of resources, 

technologies, processes, personnel, and sitoational contingencies for the efficient 

production and exchange of sport services' (p.45). For the purposes of tiiis research, 

management is defined as the system of planning, organising, actuating and 

controlling the co-ordination of resources, technologies, processes, personnel, 

and situational contingencies for the efficient production and exchange of sport 

services. 

A practice is a habitual or systematic action or carrying on. In other words, it is a 

way of undertaking something. A management practice may therefore be defined as 

a habitaal and systematic method of planning, organising, actuating and controUing 

the co-ordination of resources, technologies, processes, personnel, and situational 

contingencies for the efficient production and exchange of sport services. 

Despite a myriad of definitions, the terms administration and management are 

typicaUy synonymous. Mason and Paul, (1988), for example, considered die widely 



quoted definitions of WiUiams, Clifford and Vemies, (1964) and MUlet (1965), as 

benchmarks. Respectively, they argued that administration means, 'providing the 

constructive leadership that plans and maintains the program, and that enables the 

program to function effectively in accompHshing the estabHshed and worthwhile 

goals', (p. 19) and, 'that it is a system of people working together, it is a pattern of co­

operative activity in which the speciaHsed talents of various individuals are brought 

together to achieve a common purpose' (p.2). Mason and Paul contended that sport 

administration is concerned with guiding and managing human behaviour, and is 

centred around achievement, 'getting things done' (p.3), and with progress and 

change. Hogg (1988), defined the term 'administration' as management, forward 

planning, and development of sport, in addition to the routine operation of sporting 

organisations, but excludes coaching, talent identification and sports science. He 

defined the term 'professional development' of sports administrators as relating to 

salaried administrators, and voluntary administrators who demonstrate a professional 

approach to their task, and who are concerned about improving the standards of 

admimstration and management within thek sporting organisations. 

For the purposes of this research, the term administration shaU be defined in 

accordance with those proposed by Mason and Paul, (1988), WUHams, CHfford and 

Vemies, (1964) and MUlet (1965). Thus, administration is concerned with the 

continuation of endeavours toward predetermined organisational goals. Sport 

administrators are, therefore, individuals engaged in the sports industry, wherein they 

attempt to continue endeavours aimed toward the acquisition of predetermined 

organisational goals. Despite the minor academic distinctions between the terms 

management and administration, in practice the terms were used interchangeably by 

respondents. 

Creek and Ormston (1996), provided usefiil definitions for the terms professional 

philosophy, professional practice and theories: 



Professional philosophy is the profession's creed: the system^ of shared beHefs and values 

held by its members, which provides them with a common identity and which 

regulates professional theory and practice. 

Professional practice is what the profession does: the purposeful appHcation of 

knowledge, skills, and techniques to achieve predefined goals, utilising compatible 

frameworks and models that do not compromise the shared value system. 

Theories are the ways in which the profession organises its knowledge base. They are 

conceptual systems or frameworks used to organise knowledge and guide practice. 

A theory is not a reaHty, but a structure invented to guide, control or shape reaHty in 

order to achieve some particular purpose. 

1.6.1 Titles 

A number of tides such as, 'chief executive' and 'executive director' have been used 

to represent the most senior employee in the organisation. Others include general 

manager, managing director, chief executive officer and chief admimstrator. In aU 

cases the term refers to the individual at the highest level of the operational 

management hierarchy. This individual reports to a person, or persons who are not 

in the hierarchical management of the organisation, but are rather a representative of 

the organisations' beneficiaries, such as the board of directors, or the committee of 

management. 

10 



1.7 Limitations and key assumptions 

Any research technique has limitations. In this case, with the use of a quaHtative 

methodology, the principle limitation is a lack of breadth and statistical 

generalisabUity. QuaHtative research cannot be generaHsed with statistical reHabUity. 

A more detaUed examination of the methodological limitations are contained in 

Chapter three. 

11 



1.8 Style 

Unless otherwise acknowledged, the style of this thesis is in accordance with the 

Commonwealth government style manual: Yor authors, editors and printers (1994), Fifth edition, 

Australian government pubHshing service, Commonwealth of Australia, Canberra. 

Within this system, the Harvard system of referencing has been employed. 

12 



CHAPTER 2: LITERATURE REVIEW 

2.1 The antecedents of professionalism 

2.1.1 Introduction 

An examination of professional management practices cannot be vmdertaken without 

a review of the Hterature concerning professionaHsm and management practices as 

they apply to both the sports industry and to the wider commercial sector (pubHc 

and private). This chapter seeks to identify and analyse relevant research Hterature as 

it appHes to professional management practices. This Hterature review includes first, 

a sociological perspective on professionaHsm; second, a managerial view of 

professionaHsm, management practices and best-practice; third, an analysis of the 

sport market and its impact on the management of sport; and finaUy, a sport-based 

review of professionaHsm and professional management practices. 

2.1.2 A. sociolog.cal view of professionalism 

In 1991, the AustraHan CouncU of Professions submitted a paper to the Australian 

Government's Economic Planning Advisory CouncU entitied, ^The Professional 

Contribution to the 'Clever Country' Concept'. It suggested that the source of much of 

AustraHa's inteUecmal capital resides with the professions. The document described 

the traditional practice of a profession as being involved in a duty, comprising a high 

degree of responsibiHty and integrity, aUied with a sense of service to the community. 

This view has its antecedents in a sociological interpretation. 

The first sociologist to undertake a meaningful analysis of professional groups and 

standards of professionaHsation was Carr-Saunders in 1928, who differentiated 

professional groups into four categories: first, estabHshed professions - reHgion, law, 

medicine and higher education; second, developing professions - engineers, chemists, 

natural and social scientists, and those possessing speciaHsed arts and skUls; third, 

semi-professions - areas that lack a theoretical study of a field of learning, but 
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possess substantial technical skiUs; and finaUy, aspking professionals - business 

leaders and members. 

Parsons (1938), developed the concept of the professions by claiming that the 

professional type is the institotional framework within which the majority of 

important social functions are undertaken. He observed, as had Carr-Saunders 

before him, that the upper levels of industrial society, businessmen, were forming 

professions. Parsons viewed businessmen and professionals as comparable in the 

sense that thek emphasis is on the most efficient and effective method of practice, 

they are characterised by thek specific work, they are each limited to thek own 

specific field of expertise, and they make decisions based upon reason and rules. 

WhUe the ideology underpinning professional practice varies substantiaUy, the 

definition of professions by social scientists are comparable in most cases. Larson 

(1977), in his sociological analysis of professionaHsm, summarised professions as 

occupations with special powers and prestige granted by society. He further 

identified professions as possessing, 'special competencies in esoteric bodies of 

knowledge Hnked to central needs and values of the social system' (p.XI), and that 

professions are 'devoted to the service of the pubHc, above and beyond material 

incentives' (p.XII). 

Daniel Soucie (1994), summarised professional behaviour as involving: first, a fuU-

time occupation; second, membership in a formal organisation; thkd, advanced 

education and speciaHsed training; fourth, a scientific and esoteric knowledge base; 

fifth, a service or cHent orientation; sixth, autonomy restrained by responsibUity; 

seventii, an estabHshed code of ethics; and finaUy, poHtical actions. Soucie argued 

that professionaHsation is the quest for recognition and statos by an occupation, 

whUe Fris (1975), argued that professionaHsation is a developmental process whereby 

an occupation comes to display increasing amounts of the characteristics of a 

profession. SimUarly, VoUmer and MiUs (1966) defined professionaHsm as die 

attimdinal behaviour of an individual working within an occupation, and 

professionaHsation as a dynamic process whereby many occupations alter specific 
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characteristics in the dkection of a profession. Komhauser (1963), Hke Fris, stated 

that a profession is characterised by expertise, autonomy, commitment, and 

responsibiHty. Barber (1965), in contrast, viewed professional behaviour as involving 

the appHcation of general knowledge, community interest, and a code of ethical 

conduct. 

WhUe there seems to be common acceptance of the general nature of a profession, 

the views on the manner in which professions fit into the social order differ 

considerably. Durkheim (1937), for example, saw professions as the predominant 

vehicle for individual self-interest to be withheld in favour of the needs of the 

community and the societj^. On the other hand, Parsons, (1938) beHeved that 

professionals were no more altruistic than business people or any other profit-

seeking workers. Mannheim, (1936) developed the thesis that cultural Hfe within the 

boundaries of 'free-enterprise', industrial, capitaHst nations were becoming less 

attached to class identification, and more associated with the bonds of common 

education and professionaHsm. This viewpoint stood in opposition to the doctrine 

of Marxism which advocated that irrespective of autonomy or detachment from any 

pre-existing social group, aU remain within the confines of a class society. 

Martin Laffin (1986), whUe acknowledging the traditional sociological pursuit for a 

definition of a profession, viewed the concept differentiy. He noted that typicaUy 

the definition has comprised a set of quaHfying attributes. Laffin Hsts the foUowkig 

as common dimensions of a profession (adapted from Moore, WUbert., The Profession: 

Roles and Rules, RusseU Sage, New York, 1970, professionaHsm. p.6-22): first, the 

possession of an estabHshed body of systematic knowledge; second, a commitment 

to altruistic services to the cHent; thkd, the existence of an occupational association 

(the membership of which is the Hcense to practice; fourth, a high level of 

educational achievement among practitioners; and finaUy, a considerable autonomy 

at work. 

Laffin criticised this approach because it, 'assumes a consensual and static view of 

society' (p.216). He suggested that his research indicated that the relationship 
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between a profession and other poHtical and social power centres are critical, rather 

tiian the internal characteristics of a profession. Laffin viewed professional attributes 

as inconsistent measures of professionaHsation, emphasising the relationships 

between a profession and other power centres within a society. Accordingly, Laffin 

argued that professionaHsm should be defined by the type of occupational control, 

rather than as an expression of the inherent nature of particular occupations. He 

stressed that a profession is unique in its abUity to control its own work; its central 

aim to maximise its autonomy and fieedom fiom others. 

Caro (1992), acknowledged the continuing debate on the definition of the word 

'profession', and suggested his own definition which advocated that a professional is 

an individual with specific expertise, knowledge and skiU, covered by appropriate 

educational quaHfications who has been invited to join a body of his/her peers. He 

additionaUy stipulated that the body must have estabHshed entry requkements, codes 

of behaviour, conduct and ethics, including the power to discipline or disquaHfy any 

member. Furthermore, Caro argued that society must accept group membership as 

an essential prerequisite for the member to practice in his or her area of expertise. 

Caro questioned whether anyone should care about being regarded as a professional. 

He cited examples of discredited and successful 'professionals', such as footbaU 

entrepreneur Geoffery Edelstein and Professor Fred HoUows, respectively. Indeed, 

Caro proudly announced that he personaUy was not a professional. The non­

professional cannot hide behind the group protection offered by membership to a 

governing body; academics, poHticians and managers, for example, should be 

prepared to be judged by thek quaHty of work, depth of abUity, and poHcy decisions. 

In his exploration of the 'fortunes and prospects' of professionaHsm, SuUivan (1995, 

p.XVI), accentuated the varied outcomes of professionaHsm and professional 

occupations. Like Caro, he appreciated that at its worst, professionaHsm can force 

individuals to take a narrow and personal competence focus, but also noted that at 

its best, professionaHsm has strengthened gtoup responsibUity through work for ends 

of social significance. SuUivan concluded that professionaHsm forms a pivotal 
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cormection between individual acquisition of competence and the exercising of that 

competence for the benefit of society. In other words, professionaHsm is the glue 

that binds individual opportunity and the wider needs of the community to form a 

mutoal and productive interdependence. Although he argued that professionaHsm as 

a sociological notion is about occupational control of work, Freidson (1994), Hke 

SuUivan, acknowledged the need to regenerate the concept of professionaHsm to 

assimilate both its positive and negative attributes. 

Table 2.1, on the foUoAving page, summarises the sociological views on 

professionaHsm described above. It includes key phrases which define the broad 

viewpoint of each author, and identifies the components of a profession that each 

writer advocated. As can be seen from Table 2.1, the contemporary understanding 

of professionaHsm has evolved chronologicaUy fiom poHtical and sociological 

commentaries. The sociological model of professionaHsm can, therefore, be viewed 

as a reflection of cultural practices which value skUl, knowledge and the rewards 

associated with possessing competence. Thus, professionaHsm in a sociological 

sense is an attempt to translate specific skUls and knowledge into poHtical, financial, 

social and intrinsic rewards, the results of which may prove either positive or 

negative. The dominant themes running through these models of professionaHsm 

are money, status, power and privilege. 
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Table 2.1 - Summary of sociological views on professionalism and professions (chronological order) 

Author 
Carr-Saunders (1928) 

Marx 

Mannheim (1936) 

Durkheim (1937) 

Parsons (1938) 

Komhauser (1963) 

Barber (1965) 

Vollmer and Mills 
(1966) 

Fris (1975) 

Larson (1977) 

Laffin (1986) and 
Moore (1970) 

Thompson (1991) 

Caro (1992) 

Souae (1994) 

Freidson (1994); 
Sullivan (1995) 

Broad View 
Four types of professions 

Professionals and non­
professionals are all commonly 
part of a class society. 
Free-enterprise leads to increased 
levels of professionalism. 

Professionalism is a vehicle for 
self-interest to be withheld in 
favour of the needs of the 
community. 
Professions are those wherein 
important social functions are 
performed 
Professions are characterised by 
four factors. 
Professional behavior is the 
application of knowledge, 
community interest, and ethical 
conduct. 
Professionalisation is die 
attitudinal behavior of an 
individual working within an 
occupation. 
Professionalisation is a 
development process where an 
occupation increasingly adopts 
the characteristics of a 
profession. 

Occupations with special powers 
and prestige 

Five characteristics of a 
profession. 

Professions are inherentiy 
intellectual. 

Professions are a haven for the 
mediocre. 

Professionalism is a quest for 
recognition and status. 

Professionalism is both a 
problem and an opportunity 

Components of a Profession 
1) Established; 2) developing; 3) 
semi; 4) aspiring. 

1) efficient practice; 2) specific area; 
3) limited to field; 4) makes 
decisions based on reason. 
1) expertise; 2) autonomy; 3) 
commitment; 4) responsibility. 

1) special knowledge useful to 
society; 2) devoted to service; 3) 
service above material gain. 
1) Existence of an established body 
of knowledge; 2) client oriented; 3) 
existence of an occupational 
association; 4) high education 
levels; 5) autonomy. 
1) Duty; 2) responsibility and 
integrity; 3) service to the 
community. 
1) Specific expertise; 2) 
knowledgeable and skiUful; 3) 
educated; 4) member of a registered 
body (which has entry 
requirements, and a code of 
conduct). 
1) Full-time; 2) members of bodies; 
3) educated; 4) scientific 
knowledge; 5) service orientated; 6) 
autonomous; 7) ethical; 8) political. 
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2.2 A coimnetcial approach 

2.2.1 Introduction 

To thoroughly explore the professional practices utiHsed in sporting organisations, it 

is necessary to trace thek foundations in commercial business and pubHc sector 

management. Recentiy, Canadian Trevor Slack (1995), in deHvering the Earle F. 

Zeigler Award lecture, focused on the inabUity of sport management to 

accommodate the changes that have occurred in the leisure industry. Slack argued 

that this problem has its root in the isolationist attitade of the sport management 

profession. He noted that in 1967 Spaeth (1967), was concerned that few m the 

sport management field appeared aware of developments in management theory. 

Slack also quoted Zeigler, who, twenty years later, was equaUy concerned that sport 

management's use of general management Hterature had only marginaUy increased. 

Slack commented: 

Any analysis of the literature in our field would, I believe, reveal that much of our 
research has failed to take into account current concepts and theories from the 
broader field of management. This situation is, in my opinion, highly problematic. 
Studies that are not based on sound and current theories are limited in their 
relevance and generalisabUity. As such, they gain us little credibility with 
practising sport managers or with scholars in the broader academic community. 
They also do little to move our field forward or to establish us as the leading 
experts in our chosen area (p.99). 

Slack offered a simple remedy to this predicament: 'the first and most obvious step is 

to ensiore that we are familiar with current concepts and theories fiom the area of 

management and that we use these ideas to underpin our work' (p.99). In addition, 

Slack maintained that secondary data sources have been imder-utiHsed, and 

advocated the analysis of the voluminous material on sport and sporting 

organisations contained in the popiUar press, business journals, trade journals, 

company reports and other related documents. 

What foUows is a review of the business and management Hterature, which 

'underpins' the work on professionaHsm and professional practices imdertaken in the 

field of sport management. 
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2.2.2 Management as a profession 

No examination of professionaHsm or professional management practices can escape 

a discussion on the evolution of management itself as a profession. As discussed m 

tiie previous section, whUe the essential elements can vary, there are typicaUy 

common characteristics that help to identify a profession. The emergence of 

management as a profession (in the sociological context), reflects a growing 

connection with professional management (m a management practices context). 

Becoming a professional has become synonymous with utiHskig professional 

practices. 

Michael Reed and Peter Anthony (1992), for example, argued that management is an 

organisational profession. As a profession, they beHeve that management must take 

its responsibilities to the organisation seriously, and must be prepared to protect the 

long-term interests and viabiHty of the organisation against short-term envkonmental 

pressures. Reed and Anthony specified that it is the education of managers that wUl 

bolster thek performance in maintaining ethical and poHtical integrity within the 

organisation. In simple terms, the education of managers is essential to prepare 

them for the pressures and priorities associated with working in complex 

organisations. The result is a more competent manager, behaving with appropriate 

conduct. 

Roger Brauer (1994), however, took a broader approach to management 

professionaHsm, acknowledged the importance of professionaHsm, and argued that 

professions requke management in order to best function. He identified the features 

associated with managing a profession. They included: first, increasing visibUity and 

recognition of the profession; second, taking charge of the destiny of the profession; 

thkd, maintaining and communicating the academic, ethical and competency 

standards of the profession; and finaUy, equipping members to cope with changing 

business envkonments, technology, societal demands and government regulations. 

Again, the result of concentrating on the 'appropriate' management of a profession 

wiU lead to more competent and ethical managers. 
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However, the self-regulation proposed by Brauer is accompanied by certain dangers. 

RusseU Grant (1993), suggested that Hke profit-oriented firms, professional societies 

should report to the government on how they exercise thek professional privUeges. 

Moreover, professional societies shoxUd repay thek coxmtry for the opportunity to 

self-regulate as professionals. Grant indicated that this might be accompHshed via a 

formal document that sets out the nature of the societies' commitment to serve and 

improve the nation. Grant, Hke Brauer and Reed and Anthony, emphasised the 

tangible and preferable outcome of identifying management as a profession; it 

should not fail to improve 'professional' management. In other words, unless 

becoming a profession has a positive outcome in terms of creating 'better' managers, 

the process is pointiess. 

2.2.3 Research on professional management 

The dominant theme of modem business Hterature, that of improving performance, 

is the central issue of professional management. This concept of professional 

management, which incorporates performance enhancement, has filtered through to 

non-profit industries. For example, Robert Carbone (1994), acknowledged this 

development in the fund-raising industry. He observed that a review of fund-raising 

Hterature revealed a preoccupation with, 'how to do your job better'. This 

preoccupation originated with traditional business organisations, and has filtered to 

almost aU sections of the marketplace, including the sport market. 

Carbone argued that to become a profession, an occupational group must display 

more than competence. He contended that expertise on the job is not sufficient for 

the acquisition of professional status. The attainment of professional stature requkes 

behaviour and attitades that extend beyond mere competence. In other words, it is 

not sufficient to be merely competent, but rather professionaHsm incorporates 

additional specific behaviour. 

In order to gain an appreciation of fund-raisers' sense of professionaHsm, Carbone 

conducted a survey of the occupation. WhUe the results of this research are of no 
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practical relevance to this research, the data gathering process is of interest. The 

instrument used in the survey was based on six characteristics associated with 

professional behaviour. The six characteristics employed were: first, autonomy of 

decision-making; second, a systematic body of knowledge and skiUs; thkd, self-

regulation and coUegial standard setting; fourth, commitment to and identification 

with the profession; fifth, altruism and dedication to service; and finaUy, a code of 

ethics. The characteristics chosen by Carbone indicate a heavy emphasis on the 

behavioural aspect of professional management in contrast to practical 

competencies. 

Kenneth Schneider and James Johnson (1994), shared a concern for the conduct 

aspect of professional management, and examined the extent to which deregulation 

led to changes in the professionaHsm and ethical conduct of trucking company 

salespeople. Schneider and Johnson did not specificaUy define the term 

professionaHsm, however, they impHed that it is related to education and training in 

the most effective sales and managerial techniques, better standards to measure 

performance, and greater technical orientation. These components of 

professionaHsm combine to improve ethical conduct. Although concerned with 

proper behaviour, Schneider and Johnson's perspective is one that combined 

management competence and desked behaviour in employees. In this sense, they 

start with competent management practices m order to achieve ethical conduct, 

whereas Carbone begins with ethical conduct in order to achieve improved 

managerial performance. Either way, it is clear tiiat competence in management and 

appropriate conduct are related to professional management. 

It is at this stage that the sociological perspective of professionaHsm and the 

managerial view overlap. Both Carbone (1994) and Schneider and Johnson (1994) 

tangenriaUy referred to professionaHsm fiom a competence related viewpomt, and 

dkectiy refer to professionaHsm from a behavioural perspective. WhUe tiiek primary 

orientation was with the achievement of professional management, they appreciate 

the mextricable Hnk between professionaHsm and performance. In otiier words, tiie 

pokit of becomkig a profession is to enhance die credibUity and the performance of 
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an occupational group. Thus, increased performance is undeniably associated with 

the estabHshment of professional stams. WhUe the Hterature on professions and 

thek sociological significance aUudes vaguely to the importance of greater, more 

effective and efficient management systems, the Hterature on management 

wholeheartedly embraces the Hnk between professionaHsm and performance 

enhancement. Moreover, management Hterature neatiy divides professionaHsm into 

two main categories; 'competence' and 'conduct'. 

2.2.4 Definitions of professionalism 

Maut2 (1988), recognised that two definitions of professionaHsm exist. Fkst, he used 

the term approvingly to those who perform special kinds of service, whUe in the 

second he appHed the term also admiringly, to describe those with extraordinary skiU 

and motivation irrespective of the nature of the activity. Mautz hypothesised that 

this second appHcation of the term explains the origination of the phrase 'he's (or 

she's) a real pro!'. Mautz highUghted this usage by describing its appHcation to sport: 

Here the word 'professional' is used in the same sense it is used so often in the 
sports world to describe the skilled, highly motivated, show-them-no-mercy and 
expect-none contestant who sees his competitors not as colleagues sharing goals and 
philosophy but as antagonists to be defeated. To such 'professionals', stress and 
pain are part of the contest, tools of the trade. In the competitive world in which 
we live, that kind of professionalism is much admired and well rewarded. Indeed, 
the ultimate measure of that professionalism tends to be one of compensation. We 
do have all-star teams and other means of recognition, but we judge the success of 
most competitors infinandal terms. The market is the ultimate test (p. 88) 

Mautz' observation tiiat the market is the ultimate test for professionaHsm succinctiy 

captures the term's contemporary appHcation. He pointed out that the idea of 

professionaHsm which focuses on expertise, growth, profitabUity and competition 

has supplanted the traditional concept of a profession as an occupation, diat 

demanded intangible levels of skUl, effort, responsibUity, wisdom, and a concern for 

the pubHc welfare. Mautz named the market determined style expert-competitor 

(EC) professionaHsm. In EC-professionaHsm, tiie skUled, highly motivated 
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competitor strives to provide the best possible cHent service in order to obtain 

maximum profit over the long term. Moreover, any service that receives market 

acceptance is neither iUegal nor immoral because in a free-enterprise system, the 

market provides aU the filtering necessary. 

Anat Arkin (1992), also acknowledged two types of professionaHsm in discussing 

professional development. Arkin proposed that professional development is 

promoted by professional bodies and relates to individual professional needs, whUe 

the second is promoted by companies in order to develop greater organisational 

performance. Arkin also recommended the employment of project groups to assist 

in the professional development of employees within organisations, who should 

formulate a professional development plan detaUing a competence-based approach 

to management development. Furthermore, it shoiUd be designed to assist staff in 

achieving thek own personal objectives in addition to company goals. It should Hst 

core and subsidiary competencies such as business awareness and leadership, as weU 

as functionally specific coaching and counselling skUls. Training courses should also 

be offered to further develop employees' skUls. 

Despite a different contexmal approach to the issue, botii Mautz and Arkins' 

viewpoints are fundamentaUy congruent. Both envisaged a type of professionaHsm 

that involves individual or organisational promotion for the purpose of 

development; Mautz saw the cuknination of that development in terms of service, 

whUe Arkin emphasised personal development. Further, they both regarded 

professionaHsm as containing a component of competence in performance. 

Many writers referred to the concept of professionaHsm, but faUed to adequately 

define its determinants. Instead tiiey typicaUy aUude to k kidkectiy, in vague 

explanations of success or high performance. For example, m highHghting die 

success of stockbroker U.S. Eqmties, Jerry Davis, (1994) quoted one cHent who 

stated tiiat tiiey, 'picture U.S. Equities as a company witii real professional people' 

(p. 19). The statement was not put into context by Davis, but kistead served to 

explaki the profitabUity, quaHty and reputation accumulated by U.S. Equities. This 
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appears to be a common usage of the term professionalism. WhUe the term is used 

in business to describe an enormous variety of situations and practices, the majority 

seem to be fundamentaUy Hnked to either improved performance or superior 

conduct. However, few define thek meanings precisely, apparentiy assuming the 

concept is universaUy understood or clear within the context of thek discussion. 

Richard Box (1993), for example, faUed to adequately describe the components of 

professionaHsm. Instead, he explained the by-product of professionaHsation: 

It is true that professionalism tends to lead to progress if progress is defined as 
improved management systems leading to increased economic activity and physical 
growth (p.410). 

Both Davis (1994) and Box (1993) used the term 'professional' in a similar vein to 

Mautz, to describe expert-competence. 

However, not aU writers neglect a definition for professionaHsm. In discussing the 

demarcation between entrepreneurship and professional management, Tony Watson 

(1994), specified that professional management is sometimes used to explain that 

someone is being paid to undertake an activity, as opposed to doing it for pleasure. 

Watson asserted that it is also used to describe the highly competent. He also 

highHghted some of his own research regarding the perception personnel managers 

have concerning the notion of professionaHsm. His research identified that there are 

two popular associations with the term professional; being qualified and certified, 

and being very skilled or competent. 

Another definition of professionaHsm was reported by Jackson (1992), who 

highHghted the views of Steven Foerster fiom the University of Western Ontario. 

ProfessionaHsm according to Foerster comprises three elements: the first is 

knowledge, the second is being able to share this knowledge in a manner that 

benefits cHents or customers, and the final element is a strong adherence to ethics. 

Thus, professionaHsm impHes a strong educational background, both pre and post 

employment and at both a formal and informal level. Gerry Romano (1994), 

25 



foUowed a similar Hne of reasoning, arguing that in order to focus on enhancing 

professionaHsm, individuals must maintain and improve thek specific knowledge 

levels, thus expanding thek competencies. 

Terry Jackson's (1992), version of professionaHsm incorporated education and strong 

ethical standards, whUe to Geoffrey Hazard (1993), professionaHsm comprised style 

and etiquette appropriate to a given situation. Joan Linder (1994), referred to 

professionaHsm as a complex combination of attitude, appearance and behaviour, 

whUe similarly, Michael Patton (1994), viewed professionaHsm as comprising formal 

business attire, appropriate certification or education/training, and commanding 

respect from coUeagues and customers as a result of quaHty productivity. 

Although troublesome to quantify, professionaHsm has also variously been defined 

to include attitudes that reflect a commitment to certain standards of performance 

and behaviour (Griffin, 1993; Peterson and Nisenholz, 1987; Vacc and Loesch, 1987; 

VanZandt, 1990; Weiss, 1981). Thus, two clear themes emerge from the above 

discussion of professionaHsm, which can be encapsulated in the importance of 

appropriate ethical conduct and skiUed or competent practice. The acquisition of 

both is Hnked to education and training. Table 2.2, on the foUowing page, provides a 

summary of the definitions of professionaHsm discussed above. 

26 



Table 2.2 
Summary - Definitions of ptofessionalisra 

Author 
Arkin (1992) 

Box (1993) 

Davis (1994) 

Griffin (1993) 

Hazard (1993) 

Jackson (1992) 

Linder (1994) 

Mautz (1988) 

Patton (1994) 

Peterson & Nisenholz (1987) 

Romano (1994) 

Vacc and Loesch (1987) 

VanZandt (1990) 

Watson (1994) 

Weiss (1981) 

View 
Two types of professionalism. 
Relating to : 1) individual -
professional needs; and 2) 
organisational - performance needs. 
Professionalism leads to improved 
management systems and 
economic/financial advantages. 
Professionalism leads to profitability, 
quality and service. 
Commitment to certain standards of 
performance and behaviour. 
Professionalism comprises style and 
etiquette. 
Professionalism incorporates 
education and ethical standards. 
Combination of attitude, appearance 
and behaviour. 
Two types of professionalism. 
Relating to ; 1) service; and 2) 
competence. 
Professionalism includes education, 
etiquette, and the delivery of a 
quality service. 
Commitment to certain standards of 
performance and behaviour. 
Two types of professionalism. 
Relating to : 1) knowledge; and 2) 
competency. 
Commitment to certain standards of 
performance and behaviour. 
Commitment to certain standards of 
performance and behaviour 
Two types of professionalism. 
Relating to 1) being qualified; and 2) 
being skilled and competent. 
Commitment to certain standards of 
performance and behaviour. 

2.2.5 Professional' management practices 

There is Httie consensus as to what 'professional' management practices specificaUy 

encompasses, but there is a consensus that professionaHsm in management generaUy 

relates to 'expert-competence'. WhUe components of professional management 

practices are elusive, it is common for organisations to promote themselves as bekig 

professionaUy managed. For example, Indotronix International Corporation, on its 
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Internet advertisement, considered thek success to be a function of thek 

professional management approach, which emphasises a commitment to quaHty and 

exceUence (Indotronix International Corporation, 1996 - World Wide Web Internet 

Address: http://www.indo.com.au. 

Although ambiguous, there is no lack of opiiuon on the broad issue of professional 

management practices. Asian Business Magazine (1995), for example, asked four 

'leading' (but anonymous) Asian business managers for thek thoughts on the trends 

for the future. SpecificaUy, the magazine wanted to know how those leaders 

intended to keep thek respective organisations at the forefront of Asian business. 

Thek resounding response was to highlight the necessity to introduce what they 

termed professional management practices. WhUe none of the business leaders 

defined professional management precisely, they described the need to exercise 

flexibiHty and competitiveness whUe developing human and financial resources. One 

business leader specificaUy mentioned the importance of creating a business culture 

in his organisation, and utiHsing the technique of strategic planning. 

Meg Whittiemore (1994), provided another perspective in addressing the shift in the 

franchise industry toward professional management. Whittiemore submitted that 

this shift is a response to the pressures of the marketplace with investors expecting 

proven management techniques to be appHed in the businesses' administration. 

Whittiemore quoted Michael Witte, chakman and CEO oi AlphaGraphics Printshops of 

the Future, who neatiy defined professional management practices as methods for 

looking at business using analytical tools such as forward planning and 

benchmarking, in order to estabHsh best business practice. He identified the need 

for key support structures, including training manuals, standardised commumcation 

procedures, performance measurement, and training programs. 

These 'best-business practices' can be appHed to any business enterprise, with 

professional management commonly perceived as a pre-requisite for business 

success, irrespective of the industry involved. The need for professional 

management practices has even stretched to include ckcuses. Alvin Reiss (1995), 
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examined some of the 'professional' management practices that the Executive 

Manager of a ckcus, James Mclntyre, undertook in order to move the organisation 

from the brink of financial collapse to security and profit. Mclntyre focused on the 

use of strategic planning, generating strong relationships with the management 

board, and the development of a close working relationship with the organisation's 

employees. 

In contrast, William Morin (1994), took a skUls approach to the development of 

professional management. He named the skiUs requked of a professional 

management consultant specialising ki human relations. Although the skUls he 

identified were not practices per se, thek appHcation precedes the development of 

increased managerial competence. The first skUl he described was continuous 

learning, wherein professionals must keep aware of rapidly changing market 

conditions and competitive pressures in addition to advances in human relations 

strategies. The second skiU was the abUity to take a global perspective and the 

capacity to facilitate the management of diverse groups of people. The thkd skUl 

was team leadership, in order to assist in group planning and implementing 

processes. Financial and marketing Hteracy skUls comprised the fourth area, and the 

fifth area involved effectiveness measurement skiUs. The final two capacities Morin 

recommended for professional management were consulting and presentation 

expertise. A manager appHes thek proficiencies by practising management 

techniques that wUl assist thek organisation in achieving its desked objectives. 

An entirely different viewpoint of management practices was offered by Samuel 

EUon (1992). He examined the determinants of corporate performance and 

concluded that it is determined largely by the broad theory for success that 

management subscribes to. This theory is partiaUy determined by the perceived 

strengths and weaknesses of the organisation. Thus, corporate performance is 

determined by the aHgnment between the fundamental theory of management 

adopted by the organisation and the market within which the organisation operates. 

In this sense, EUon proposes a contingency approach to professional management 
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practices, arguing that successful practices wiU reflect the fit between the 

organisation and its envkonment. 

EUon distinguished seven theories of 'market-orientation': first, great man theory -

where the organisation is lead by a single charismatic, transformational leader; 

second, technology dominance theory - where the organisation is dependent upon 

superior technology and research and development; thkd, product dominance theory 

- where the organisation depends upon the uniqueness, quaHty or range of its 

product or service; fourth, market dominance theory - where the organisation is 

market-oriented and dependent upon marketing and market research; fifth, 

productivity factor theory - where the organisation bases its performance upon high 

productivity and low unit costs; sixth, economies of scale theory - where critical 

mass is achieved through large, high production faciHties; and finaUy, organisational 

structure theory - where the structure of the organisation is adapted to fit the 

production of the good or service. 

Peters and Waterman (1982), like EUon, recognised the importance of organisational 

context, but viewed the concept of professional management in more mechanistic 

terms. They stated that, 'professionaHsm in management is regularly equated with 

hard-headed rationaHty' (p.29). They explained that professionaHsm is synonymous 

with a rational approach that holds 'imshakeable facts' in high regard, in addition to 

the utUisation of a, 'detached, analytical justification for aU decisions' (p.29). 

However, they cautioned that a strictiy quantitative, rationaHst approach can be 

misleading and counterproductive. 

Table 2.3, foUowing, provides a summary of viewpoints on professional management 

practice. 
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Table 2.3 
Summary - Professional management practices 

Author 
Asian Business Magazine Survey 
(1995) 

Eilon (1992) 

Mclntyre (1995) 

Morin (1994) 

Peters and Waterman (1982) 

Witte (1994) 

View 
Flexibility, competitiveness, development of 
human and financial resources; culture and 
strategic planning. 
Professionalism reflects an alignment 
between management practices and the 
market. 
Strategic planning, board cultivation, close 
relationship with employees. 
SkiUs approach, underpinning the utilisation 
of professional management practices. 

Based on rational analysis of facts. 

Formal planning, benchmarking, established 
best practices; utilisation of key support 
structures such as training, communication 
and performance evaluation. 

2.2.6 Best management practice 

'Best practice' has become one of the management 'catch-cries' for the 1990's. The 

term is frequentiy used interchangeably with 'professional practice', and reflects the 

modem managerial fixation with developing higher levels of competence. Indeed, 

best practice epitomises contemporary businesses' preoccupation with 'higher, 

greater, better, further and faster'. Thus, best practice can be seen as a reflection of 

the deske to become more 'professional'. A brief review of best practice foUows. 

According to Arthur Anderson Consvdting, (1997) best practice management 

techniques are the assumed and proven management methods that are common and 

fundamental to the most efficient and effective functioning of organisations. In the 

simplest possible terms, they are the best ways to perform a process. In contrast, 

Alan Reder (1996), defined best practices as the innovative and successful practices 

that can be integrated into the workplace to ensure that the organisation produces 

sociaUy responsible outcomes. WhUe much has been said in business Hterature 

regarding the definition and components of best practice, verifiable research is 

Hmited. Several best practice researchers cautioned that the value of much that is 

written on the subject is Httie more than hearsay, personal opinion of the author, or 
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based on vague, unsubstantiated or questionable assumptions (Bardach 1994; Fitz-

ens 1993; Lynn 1989). General discussion of best practices does, however, aim to 

widen the range of solutions to problems (Bardach 1994). 

Paul Sttaussmann (1995), discussed the flaws associated with best practice Hterature. 

He speculated that many consultants promote a catalogue of best practices, but faU 

to explain how the practices meet the needs of the customer. In addition, he pointed 

out that often the Hsts of best practices advocated are unsubstantiated; never having 

been pubHcly vaHdated by any independent measures of performance. Straussman 

emphasised that every best practice Hst should be different, and that consultants 

should be unable to draw Hsts of generic best practice techniques. He argued that 

every firm is situated within a unique business landscape. As a result, each best 

practice method must address the specific context in which a business is placed. 

According to Straussman, exceUence is created from the way management 

harmonises its resources, which is not the same from company to company. WhUe 

Straussman's point that much of what is written on best practice is unsubstantiated 

and unreHable is weU founded, his view that a set of common, ubiquitous practices 

cannot be identified, is in the minority. 

HeUiweU (1992), for example, insisted that any organisation or business can benefit 

from the carefiU appHcation of best practice strategies, which are determined from a 

detaUed examination of the experiences of other businesses. A similar view was 

taken by George Fodor (1992), who described the management practices o( Bearings 

Inc., a leading industrial firm, which incorporates continuing education and training 

within a total quaHty management framework. Fodor also highHghted the company's 

practice of focusing on the development of management personnel in order to 

optimise the effectiveness of the best practices selected. Robert Scheier (1995), 

explained another best practice ideology simUar to HeUiweU and Fodor, in reviewing 

the techniques used by management consultant Mark Okey. Okey's method of best 

practice revolved around rigour in analysing processes, irrespective of thek nature. 

Thus, process analysis shoiUd be conducted equaUy for manufacturing and service 

based industries. Like HeUiweU, Okey maintained that close scrutiny of other 
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industries' best practices may help an organisation conduct its own process analysis, 

with, as Fodor also suggested, attention to employee retraining. 

Consvdtants Jan Blackmore and Janet Donahue (1995), emphasised this role of 

employee training and retraining in thek analysis of best practice techniques. They 

recommended estabHshing a sound sales culture, wherein managers are responsible 

and accountable, with consistent performance goals and indicators. Furthermore, 

commumcation channels shotUd remain open, allowing interdepartmental teams to 

function efficientiy. DetaUs on how this would be accompHshed was not included in 

thek discussion of best practice techniques. This is common in best practice 

Hterature. Often the practices which are 'best' are catalogued, but it is uncommon 

for writers to include information on either how to implement these recommended 

practices, or detaUs on how they determined thek approach. 

One exception is Theodore Kinni (1994), who linked quaHty and performance with 

best practice techniques such as benchmarking, in reviewing the work of 

benchmarking speciaHst, Robert Camp. Camp, author oi Benchmarking: The Search for 

Industry Best Practice that l^ad to Superior Performance, demonstrated that aU types and 

sizes of businesses can benefit from benchmarking as a tool to improve 

performance. Camp is one of the most prominent exponents of benchmarking as a 

best practice technique, and is typical of the dozens of authors celebrating its merits. 

The benchmarking approach to best-practice focuses on the analysis and dupHcation 

of the processes used by simUar but superior competing organisations. This 

approach is consistent with HeUiweU (1992), Fodor (1992) and Okey (1995), 

although they do not mention the term 'benchmarking'. 

Benchmarking is a common and typicaUy inclusive component of best-practice, yet 

receives a substantial amount of coverage as a technique in its own right. However, 

benchmarking is a complex and detaUed process that wiU not be discussed fuUy here. 

Nevertheless, it is necessary to highlight that benchmarking is considered by many 

writers on best-practice as a fundamental tool for the achievement of professional or 

successfiU management practice (American Productivity and QuaHty Centre, 1996, 
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1995; Anderson, 1996; Bolon, 1995; Champy, 1995; Gannaway, 1996; Grace, 1996; 

Kaemmerer, 1996; Parker, 1995; Porter, 1996; Woods, 1995; Zaki, 1996). 

WhUe stmUariries exist concerning 'macro' best practice techniques, it may be 

prudent to acknowledge the warnings of Straussmann, Bardach, Fitz-enz and Lynn. 

They noted that writers on the subject of best practice in business organisations tend 

to reach dubious, and often unsubstantiated conclusions regarding its components. 

Recommendations therefore centre primarily on opinion, isolated events and 

subjective interpretation. However, there is some research that cogentiy supports 

the distinction of some of the practices considered above, and are addressed in the 

next section. The major themes that connect the discussion on best practice are 

provided in Table 2.4, on the foUowing page. 
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Table 2.4 
Summary - Best practice ideologies 

Author 
American Productivity and Quality 
Centre, (1996), (1995); Anderson, 
(1996); Bolon, (1995); Camp (1994); 
Champy, (1995); Gannaway, (1996); 
Grace, (1996); Kaemmerer, (1996); 
Kinni (1994); Parker, (1995); Porter, 
(1996); Woods, (1995); Zain, (1996) 

Arthur Anderson Consulting (1996) 

Bardach (1994); Fitz-enz (1993); Lynn 
(1989) 

Blackmore and Donahue (1995) 

Fodor (1992) 

HelHwell (1992) 

Okey (1995) 

Reder (1996) 

Straussmann (1995) 

View of Best Practice 
Benchmarking as an essential 
component of best practice. 

Best ways to perform a process. 

The majority of best practice techniques 
are questionable and unsubstantiated. 

Strong culture, use of performance 
goals, open communication and use of 
teams. 

Education and rigorous decision­
making. 

Rigorous and sequential processes. 

Rigorous scrutiny of systems and 
perpetual testing and re-testing. 

Best practices are ethical and socially 
responsible. 

There are no generic best practices; 
practices are industry and organisation 
specific. 

2.2.7 Best practice research 

Very Httie empirical research has been undertaken concerning best pracuce. 

However, what does exist is rigorous and convinckig. A review of the research into 

best practice foUows. 

In 1992, the American QuaHty Foundation (AQF) commissioned a stody to explore 

the management practices tiiat impact upon profit, productivity and quaHty 

knprovement. Data was coUected on 945 quaHty-related management practices from 

102 assessment areas. The major categories of assessment were: first, management 
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systems; second, human resources management; thkd, administrative support 

development; fourth, new product/service identification; fifth, new product/service 

development; sixth, entry into market; seventh, appHcation of technology; eighth, 

suppHer management; ninth, process management; tenth, quaHty assurance; eleventh, 

customer relations; twelfth, planning process; thirteenth, financial statistics; 

fourteenth, overaU quaHty strategy; fifteenth, quaHty position; and finaUy, cultural 

characteristics. 

Four industry segments were analysed within four countries: they were the banking, 

health care, automotive, and computer industries within Canada, Germany, Japan, 

and the United States, respectively. The smdy was performed over a two year 

period, and 584 organisations participated. 

A five-step process was used to determine best practices. The first step was to 

specify performance indicators, which were measured along three dimensions: 

profitabiHty, productivity and quaHty. The second step involved a segmentation of 

the data base, in which organisations were grouped into higher, medium or lower 

categories, in each of profitabUity, productivity and quaHty. Retum-on-assets figures 

were used to segment profitabiHty, and productivity was portioned by value-added-

per-employee figures. The thkd step requked an analysis of the relationships where 

descriptive statistics were compUed to identify trends across industry segments and 

countries, whUe a regression analysis was performed to determine which factors were 

associated with increased profitabUity, increased productivity, and increased quaHty. 

The fourth step specified a consoHdation of the findings to form composites of 

lower, middle and higher categories. A determination of competitive advantage was 

the final step. This was undertaken by comparing the general dkection of the 

relationship, either beneficial or detrimental, with the frequency of use of each 

management practice. 

Despite the diversity of management practices stodied, the results surpnsmgly 

indicated that only three factors had a universal effect on profitabUity, productivity 

and quaHty. The management practices which improved performance in aU 
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industries and countries were supplier certification, deployment of a strate^c plan, and process 

analysis. Formal programs for certifying suppHers indicated an across-the-board 

increase in the performance of the organisation, with an emphasis on quaHty and 

productivity. Diverse comprehension of the strategic plan by people inside and 

outside the organisation additionaUy had a beneficial impact on the organisation's 

performance, as did aU process improvement strategies such as process value 

analysis, process sknpHfication, and process cycle time analysis. 

The usefulness of other management practices was context specific. The most 

significant contexmal factor was the existing level of organisational performance. 

Different management practices worked best where the organisation was a high 

performer in terms of retum-on-assets and/or value added per employee figures. 

Other results also indicated that world best practice benchmarking, a benchmarking 

technique that measures performance against the highest industry standard in the 

world, was beneficial to high performing companies, and detrimental to low 

performing companies. The report suggested that an organisation should 

benchmark against similar organisations, which are performing sHghtiy better, or else, 

productivity wUl suffer. 

Other comprehensive 'best practice' research was commissioned by Umted States 

Congressman Donald Ritter, who commissioned the United States General 

Accounting Office (GAO) (1992), to determine the impact of management practices 

on the performance of selected U.S. companies. The report focused on Total 

QuaHty Management practices and best practices. The GAO reviewed twenty 

companies that were amongst the highest scoring appHcants in 1988 and 1989 for 

the Malcolm Baldrige National QuaHty Award. The methodology for the smdy was 

developed from interviews with experts in industry, professional and trade 

associations, universities, and government agencies. In addition, a comprehensive 

review of quaHty management Hterature was imdertaken. 
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Results from the stody indicated that companies which adopted quaHty management 

practices experienced an improvement in corporate performance. In particxUar, 

organisations tiiat employed TQM practices enjoyed better employee relations, 

productivity, customer satisfaction, market-share, and profitabUity. Six mterrelated 

features consistendy appeared in the organisations' TQM practices that contributed 

to improved performance. They were: first, attention to meeting customer 

satisfaction; second, management dissemination of TQM values throughout the 

organisation; thkd, employee involvement in improving aU key business processes; 

fourth, a flexible and responsive corporate culture; fifth, a fact-based decision­

making system; and finaUy, partoerships with suppHers. 

Another major stody which investigated 'best practice' was undertaken by the 

Saratoga Institote of Human Resource Effectiveness in the United States. Senior 

researcher, Jac Fitz-enz (1993), reported that the top performing twenty-five percent 

of organisations have eight common best practices. However, Fitz-enz cautioned 

that much of what is written concerning best practice is inaccurate, superficial or 

simpHstic. He commented that business joumaHsts in search of topical stories 

applaud apparent use of best practices, and imply that the practices in question are 

generaHsable and symptomatic of trends. Fitz-enzs additionaUy identified two major 

problems with best practice research. The first problem is related to the definition 

of the term, 'best-practice'. What best practice encompasses is highly subjective and 

often non-specific. Moreover, best practice is transitory and subject to economic 

and evolutionary changes in the marketplace. The second problem is the habit of 

assuming that because a few companies employ certain management strategies, then 

many other companies are necessarily doing the same. The result of this unquaHfied 

extrapolation is an endless set of new 'trends' being reported by business joumaHsts. 

Fitz-enz also addressed the importance of field research vaHdity. He specified that, 

'vaHd field research is buUt on foundations that retain thek utiHty however intense 

the climate of change'(p.l3). He used this premise as a basis for justifying the need 

for the research undertaken by the Saratoga Institote. The stody utUised a sample 

size of six-hundred organisations. From these 600 companies, the top twenty-five 
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percent were defined by thek objective performance data. MvUtiple screenings and 

'clarifying' interviews were subsequentiy undertaken to ensure that the organisations 

consciously understood what they were doing. This was in order to ensure that thek 

success for the year wasn't purely luck, that they had done something beyond the 

ordinary and could point out objective evidence of thek success. From the original 

600 companies, 200 initiaUy qualified, and fifty-four companies were finaUy accepted 

as having verifiable data to prove they were outstandingly successful. Fitz-enzs 

subsequentiy identified what he described as the 'best practice secret'. This 'secret' 

was uncovered during the data analysis component of the research. When analysing 

the data, the Saratoga researchers discovered that in several instances two companies 

reported opposite practices on certain issues. However, after further analysis of such 

anomaHes, it was discovered that such practices were simply the visible tip of a more 

fundamental management phUosophy. As a result, it was discovered that aU the 

companies had a common set of best practice phUosophies. 

The conclusion reached by the Saratoga Institote was that 'best practice' is, 'not a set 

of discrete actions but rather a cohesive, hoHstic approach to organisational 

management that is the antecedent to and transcends the visible activity" (p. 15). The 

eight best practices identified were: first, effective and open communications; 

second, continuous improvement; thkd, culture consciousness; fourth, customer 

focus and suppHer partoering; fifth, interdependence between sections of the 

organisation; sixth, preparedness to take risks; seventh, strategy and commitment; 

and finaUy, a focus on value. 

Good communication was considered intense, broad-based, continuous and multi-

dkectional employee contact. Continuous improvement included feedback from aU 

levels and a deske to exceed previous and existing levels of quaHty. Culture 

consciousness involved a recognition of how culture shapes management systems 

and employee behaviour. Customer focus and suppHer partoering requked an 

anticipation of consumer needs and the construction of relationships with both 

customers and suppHers. Interdependence assumed constant cross-functional co­

operation and commuiucation between organisational sections. Risk-taking revolved 
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around the courage to make 'hard decisions' and implement them. Strategy and 

commitment incorporated a long-term commitment to a strategic dkection. Value 

focus appUed a conscious appHcation of the phUosophic beHefs of value-adding 

actions on behalf of the customer. 

A different perspective was taken by Abbie Griffin, Greg Gleason, Rich Preiss and 

Dave Shevenaugh (1995), in thek research exploring the best practice techniques of 

firms focusing on customer satisfaction. The methodology for the research involved 

a quaHtative field-stody including interviews with managers and quantitative surveys, 

wherein firms were identified by measuring across two different data sources. One 

source consisted of articles and books on companies that emphasised customer 

satisfaction (CS), whUe the other incorporated annual reports from firms that report 

a CS strategy. A short Hst of thkty-five companies was developed by limiting the 

sample to only large, U.S. based, globaUy operating corporations, with multi-product 

lines; manufacturing and industrial product firms; and companies with strong and 

highly visible name awareness. Four companies were selected from this short Hst, 

each with different product Hfe-cycles and manufacturing technologies. The resiUts 

from the stody indicated that although individual firms developed CS strategies and 

best practice management techniques for different reasons, aU had simUar 

characteristics. Common practices included the use of: first, specific and measurable 

performance indicators; second, data coUection for the measurement of CS and 

quaHty; thkd, the avaUabiHty of CS data to aU employees; and finaUy, continuous 

knprovement (despite tiiek high levels of CS, tiiey were aU seeking to increase thek 

level of CS substantiaUy). 

Where Griffin et al. researched the methods of companies that stressed customer 

satisfaction as a means to determine best practices, a number of stodies have been 

undertaken to identify best practices from tiie 'other' end: companies that 

concentrate on employee satisfaction. For example, a U.S. Department of Labor 

report (1993), kidicated that best practices are those which maximise employee 

productivity. Termed 'positive employee practices', four key management practices 

were found to be positively Hnked with employee performance and productivity. 
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They were: first, employee involvement in decision-making; second, compensation 

Hnked to performance; thkd, employee training; and finaUy, enhanced mtemal 

communication. 

These four 'positive employee' best practices have been put to the test both in 

combined and individual form. Osterman (1994), for example, undertook an 

analysis of seven hundred organisations that each employed over fifty workers. He 

noted that thkty-seven percent of responding companies engaged in two or more 

positive employee practices, and every one reported improved performance since 

thek instigation. This finding was reproduced by Bassi (1994) and Lawler (1994), 

who determined that of organisations introducing positive employee practices, 

seventy percent and sixty percent, respectively, improved both performance and 

quaHty. 

Macy and Izumi (1991), investigated the effect of employee involvement in decision 

making. They discovered that the introduction of employee involvement produced a 

thkty percent average improvement in productivity. Bartel (1983), found that the 

introduction of formal employee training programs resulted in a nineteen percent 

rise in productivity, whUe Kruse (1987), discovered a positive correlation between 

the use of profit-sharing and firm productivity. Additional work by Kravetz (1988), 

reinforced the importance of positive employee practices. He ascertained that sales 

growth for firms employing positive employee practices averaged eighteen percent 

compared to eleven percent in less 'progressive' companies. 

The components of best practice compUed through research are identified in 

summary Table 2.5, on the foUowing page. 
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Table 2.5 
Summary - Best practice research 

Author 
American Quality Foundation/Ernst 
and Young (1992) 

Bartel (1983); Bassi (1994); Kiavetz 
(1988); Kruse (1987); Lawler (1994); 
Macy and Izumi (1991); Osterman 
(1994); U.S. Dept. of Labor (1993) 

General Accounting Office (1992) 

Griffin, Gleason, Preiss, and 
Shevenaugh (1995) 

Saratoga Institute/Jac Fitz-enzs (1993) 

Components of Best Practice 
Three components: 1) supplier 
certification; 2) strategic planning; 3) 
process analysis. 

1) employee involvement in decision 
makir^ 2) employee training; 3) 
compensation linked to performance; 4) 
enhanced internal communication. 

Total quality management (TQM) - Six 
factors: 1) focusing on customer 
satisfaction; 2) dissemination of TQM 
values throughout organisation; 3) 
employee involvement in decision­
making; 4) flexible culture; 5) fact-based 
decision-making, 6) supplier 
partnerships (certification). 

1) Use of measurement and 
performance indicators; 2) the collection 
of data on customer satisfaction and 
quality; 3) data disseminated to all 
employees; 4) continuous improvement. 

Eight components: 1) open 
communication; 2) continuous 
improvement; 3) culture consciousness; 
4) customer focus; 5) interdependence; 
6) risk-taking, 7) strategy and 
commitment; 8) focus on value. 

2.2.8 Practices for management success 

As we have noted, the term 'professional' is not always used as an exclusive indicator 

of management practices that generate successful outcomes. There is, however, an 

unmistakable relationship between professional practices and practices for 

management success, as the underlying themes were typicaUy congruent. The 

foUowing section reviews this perspective. 

Roy Serpa and Gerard Viera (1993), for example, discussed tiie requkements for 

successful management. They concluded tiiat tiie most important factor for success 

is the development of what they term a downward and outward culture. By tiiis they 
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meant that an organisation must foster an envkonment that emphasises open 

communication between aU levels of hierarchy and position. Management 

consultant James CoUins as cited by Geoffrey Brewer (1995), also viewed culture as 

critical to the management performance of an organisation. He argued that visionary 

companies have strong imderlying core cultures that they maintain by promoting 

from within. Moreover, CoUins asserted that executives who estabHsh lasting 

mechanisms for management and employee action are more Hkely to develop 

visionary companies than leaders who are simply charismatic. 

A different method was advocated in an article entitied, 'Is yours a world class 

company?'. The Director Ma.ga.z'me (1994), in which they provided a scorecard for the 

executive to check thek own managerial performance. The major practices the 

scorecard referred to included the appHcation of: first, company mission and goals; 

second, business process management; thkd, company principles (nUes of conduct); 

fourth, customer and suppHer partoerships; and finaUy, employee involvement. Tom 

Brown (1995), also employed a 'scorecard' approach to business management 

success. He insisted that to be successful in business, a company must emphasise 

quaHty and the development of strong relationships with customers and employees. 

SuccessfiU management practices in Brown's estimation comprised: first, a focus on 

risk-taking; second, innovation; thkd, continuing education and learning; and finaUy, 

an awareness of the needs of the customer and society. 

QuaHty management was a common entry on successful practice Hsts. QuaHty 

management techniques such as customer responsiveness, continuous improvement, 

greater individual responsibUity and team based work units, were also identified by 

the Karpin management report as intrinsic to the successful future functioning of 

AustraHan orgainsations (Karpin Report, 1996). 

W. Edward Deming (1982), the architect of total quaHty management (TQM), Hsted 

fourteen points which are pivotal to management success. These essential elements 

for management success were to: first, create constancy of purpose for improvement 

of product and service (ratiier tiian seeking profits); second, adopt tiie new 
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phUosophy (make it the number one part of the corporate ciUture); thkd, cease 

dependence on mass inspection (quaHty comes from improvement of the process 

rather than from inspection); fourth, end the practice of awarding business on price 

tag alone (seek best quaHty and work with one suppHer to create a long-term 

rapport); fifth, improve constantiy and forever the system of production and service 

(reduce waste and improve quaHty); sixth, institote training and retraining; seventh, 

institote leadership (help don't teU); eighth, drive out fear (employees must feel 

secure); ninth, break down barriers between staff areas (work as teams-especiaUy 

between departments); tenth, eliminate slogans, exhortations, and targets for the 

workforce (let employees put up thek own slogans); eleventh, eliminate numerical 

quotas (quotas take into account numbers, not quaHty); twelfth, remove barriers to 

pride of workmanship; thirteenth, institote a vigorous program of education and 

training; and finaUy, take action to accompHsh the transformation. 

Although total quaHty management featured prominentiy amongst practices for 

management success, a detaUed examination has not been included here. However, 

nine common practices of TQM have been identified. They are: first, continuous 

process improvement; second, knowledge of process; thkd, customer focus; fourth, 

commitment; fifth, top-down implementation; sixth, constancy of purpose; seventh, 

total involvement; eighth, teamwork; and finaUy, employee involvement (Blakemore, 

1989; Bocka & Bocka, 1992; Crosby, 1984; Fox, 1991; Hammer, 1993; HUl, 1992; 

Imai, 1986; IshUcawa, 1982); Jablonski, 1992; Juran, 1989; Martin, 1993; McConneU, 

1986; Reichheld & Sasser, 1995; Schmidt, 1992; Senge, 1990; Tribus, 1988; Walton 

1986). 

Where Deming and other TQM advocates focused on quaHty and service provision, 

Martha Gephart (1995), highHghted the importance of research concerning effective 

workplaces. Gephart considered that best-practice companies have what she termed 

high-performance workplaces. She noted that discussions on high-performance 

workplaces often focused on skc central issues: first, self-managing teams; second, 

quaHty ckcles (TQM 'teams'); thkd, flat organisational stmctures; fourth, new 
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technology; fifth, innovative remuneration for employees; and finaUy, increased 

training and continuous improvement. 

Gephart set the scene by discussing the context in which organisations have 

functioned in recent years. She acknowledged that the 1990's are a period of 

unprecedented financial and organisational restructuring in companies. In addition, 

fundamental assumptions regarding organisational performance have changed. The 

prominent idea that 'bigger is better', has been rejected. The core principles of high-

performance work systems, as highHghted by Gephart, are connected by eight 

generic professional management practices: first, aU practices employed are dkectiy 

Hnked to the organisation's overaU strategy; second, goals and outcomes are 

customer-driven, and individual, team, and organisational goals and outcomes are 

aligned; thkd, work is organised around processes that create products and services; 

fourth, practices include process-oriented tracking and management of results; fifth, 

organisation is by work units that are Hnked to processes - which enhances 

ownership, problem-solving and learning; sixth, workplace structures and systems 

faciHtate focus, accoimtabiHty, cycle time and responsiveness; seventh, practices are 

characterised by collaboration, tmst, and mutoal support; and finaUy, strategic 

change management practices are key. The ultimate consequence of the 

incorporation of these practices is management exceUence. 

The development of 'exceUence' is intrinsic to the acquisition of management 

success and therefore, professional practice. The pioneers of stodies in 'exceUence' in 

large American based orgamsations were Thomas Peters and Robert Waterman. In 

thek best-seUing book, In Search of Excellence (1982), Peters and Waterman detaUed 

research findings concerning the common characteristics of organisations that they 

considered 'exceUent'. Sixty-two companies were included in the sample, that 

UtiHsed quantitative statistical measures and in-depth quaHtative measures, such as 

interviews. 'ExceUence' was measured by long-term financial performance (statistical 

measures of growth and wealth creation over two decades), company performance 

consistendy in the top half of its industry, and the companies' degree of innovation, 

as measured over a twenty-year period by unnamed, 'selected industry experts' (p.23). 
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Peters and Waterman summarised the management practices conducive to the 

development of exceUence into eight succinct points: first, a bias for action - a 

preference for taking action rather than proceeding through many levels of analysis 

and discussion; second, staying close to the customer - learning the preferences of 

the customer and catering to them; thkd, autonomy and entrepreneurship - dividing 

the organisation in smaUer companies and encouraging them to work independentiy 

and competitively; fourth, productivity through people - creating in employees the 

awareness that thek best efforts are pivotal to the success of the organisation, and 

that the employees wUl share in the organisation's success; fifth, hands-on, value 

driven - top level management stays 'in-touch' with the company's business; sixth, 

stick to the 'knitting' - remaining with the business the company knows best; 

seventh, simple form, lean staff - few administrative layers, decentraHsation; and 

finaUy, simultaneous loose-tight properties - fostering a climate where there is 

dedication to the central values of the company. 

Table 2.6, foUowing, draws out the themes from the above Hsts of practices for 

management success. 
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Table 2.6 
Summary - Practices for management success 

Author 
Brown (1995) 

Collins (1995) 

Blakemore, 1989; Bocka & Bocka, 1992; 
Crosby, 1984; Fox, 1991; Hammer, 
1993; Hill, 1992; Imai, 1986; Ishikawa, 
1982); Jablonski, 1992; Juran, 1989; 
Karpin Report; Martin, 1993; 
McConneU, 1986; Reichheld & Sasser, 
1995; Schmidt, 1992; Senge, 1990; 
Tribus, 1988; Walton 1986). 

Deming (1982) 

Gephart (1995) 

Serpa and Viera (1993) 

Peters and Waterman (1982) 

The Director Magazine (1994) 

Practices for Success 
Emphasis on 1) quality; 2) strong 
supplier and customer relationships; 3) 
risk-taking; 4) innovation; 5) continuous 
education and leatnir^ 6) an awareness 
of the needs of the customer. 

Establishment of appropriate core 
culture. 

1) continuous process improvement; 2) 
knowledge of process; 3) customer 
focus; 4) commitment; 5) top-down 
implementation; 6) constancy of 
purpose; 7) total involvement; 8) 
teamwork; and 9) employee involvement 

1) improvement of product and service; 
2) adopt the new philosophy; 3) cease 
dependence on mass inspection; 4) end 
the practice of awarding business on 
price tag alone; 5) improve constantly; 6) 
institute training and retraining; 7) 
institute leadership; 8) drive out fear; 9) 
break down barriers between staff areas; 
10) eliminate slogans; 11) eliminate 
numerical quotas; 12) remove barriers to 
pride of workmanship; 13) institute a 
program of education; and 14) take 
action. 

Strategic change management practices 
focusing on decentralisation, and 
employee involvement in process-
management. 

Development of a 'downward' and 
'outward' organisational culture. 

1) action; 2) customer focus; 3) 
autonomy; 4) productivity; 5) values 
driven; 6) stick to kiutting; 7) lean staff; 
8) flexible. 

Application of 1) company mission and 
goals; 2) business process management; 
3) company principles; 4) customer and 
supplier partnerships; 5) employee 
involvement. 
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2.2.9 Professional ethics 

So far this review of Hterature has identified two major components of 

professionaHsm. They have been termed 'competence' and 'conduct'. Within the 

division of competence, the Hterature exploring professional management, best 

practice and business success, were discussed. Each of these areas holds a 

fundamentaUy congruent emphasis on increasing competence, or in other words, 

improving effectiveness and efficiency. Conduct, however, within the competitive 

world of business is comparatively neglected as an individual component of 

professionaHsm, as appropriate conduct is typicaUy interwoven kito the fabric of 

competence. A brief review of professional ethics foUows, as it has been appHed ki 

the commercial and pubHc sectors. 

WhUe the relationship between professional management practices and ethical 

behaviour is only loosely connected, there is a strong interconnection between the 

concept of professional practice and ethics. GeneraUy, the relationship is apparent 

where ethical discretion is considered standard and accepted for managers and 

administrators in designing and implementing thek management practices. Although 

widely defined, the common point of professional ethics is that it is about right and 

wrong and good and bad conduct, in addition to the inclusion of phUosophical 

boundaries for moraHty imposed by society. However, it goes beyond right and 

wrong within society, and ventures into law, moraHty and justice (Beauchamp, 1988; 

Skiger, 1979) 

The need for ethical conduct is prominent for professional bodies and organisations. 

Steve Allan (1993), for example, discussed the importance for members of self-

governing professional organisations to adhere to a code of ethics. He detaUed six 

fundamental principles that shoiUd govern professions. The themes of each rule are: 

first, upholding the reputation of the profession; second, integrity and competence in 

work; thkd, maintenance of professional judgement and objectivity; fourth, cHent 

confidentiality; fifth, professional taste in advertising; and finaUy, general courtesy 

and consideration. It is worth noting that AUan includes competence (number two) 

in his Hst of professional rules. He argued that professionaHsm must be placed 
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above profit, if position, respect and credibUity in the community are to be 

maintained. Furthermore, management shoiUd view a code of ethics as an important 

tool that should be compatible with an organisation's plan and poHcy, forming the 

foundation for leadership and dkection within the organisation. AUan did not, 

however, specify what professionaHsm comprises beyond the impHcation that it is 

associated with service and ethical behaviour. But it is clear that he considered 

ethical behaviour as the normative glue that binds an organisation in intent, action 

and outcome. 

Intrinsic to AUan's model of professional ethics was the idea that business practices 

and conduct are interrelated. Managers are responsible for the ethical vaHdity of 

thek business practices, irrespective of thek industry or organisational goals. 

SknUarly, Richard MorriU (1984), based his 'six-fold division' of professional ethics 

on the premise that professional conduct is a defaiUt characteristic of professional 

practice. AU professional practices are, by definition, competent practices, and aU 

competent practices are, by definition, ethical. In other words, competence and 

conduct go hand in hand. MorriU's six fold division enumerated a hierarchy of 

professional ethics in terms of professional responsibilities. They were, in order: 

first, to tmth; second, to the discipline of knowledge; thkd, to the physical 

envkonment; fourth, to our communities; fifth, to our societies; and finaUy, to 

humanity. 

WhUe MorriU took a hierarchical approach to the responsibiHties iiUierent to 

professional conduct, others have taken a more fundamentaHst stance. Four general 

moral imperatives were found to be common to professional conduct. They were 

to: first, contribute to society and human weU-being; second, avoid harm to others; 

thkd, be honest and trustworthy; and fourth, be fak and take action not to 

discrknkiate (Blanchard, 1988; CaUahan, 1991; Codes of Professional ResponsibUity, 

1991; Encyclopedia of Etiiics, 1992; Goldman, 1980; GorHn, 1986; Hansen, 1993; 

MitcheU, 1989; Mount, 1990; Pemberton, 1992; Press, 1994; Rich, 1984; Valasquez, 

1991). 
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FarreU and Cobbin (1994), confirmed the importance of these moral imperatives 

through thek research on ethical codes ki AustraHan enterprises. They also reported 

that the most important objective of a code was to provide guidelines for employees 

and dkectors' conduct, as weU as ensuring an appropriate level of competence. Table 

2.7, foUowing, summarises the views on professional ethics. 

Table 2.7 
Summary - Professional ethics 

Author 
Allan (1993) 

Blanchard, (1988); Callahan, (1991); 
Codes of Professional Responsibility, 
(1991); Encyclopedia of Ethics, (1992); 
Farrell & Cobbin (1994); Goldman, 
(1980); Gorlin, (1986); Hansen, (1993); 
Mitchell, (1989); Mount, (1990); 
Pemberton, (1995); Press, (1994); Rich, 
(1984); Valasquez, (1991). 

Morrill (1984) 

View 
1) upholding the reputation of the 
profession; 2) integrity and competence 
in work; 3) maintenance of professional 
judgement and objectivity; 4) client 
confidentiality; 5) professional taste in 
advertising; and 6) general courtesy and 
consideration. 

1) contribute to society and human well-
being; 2) avoid harm to others; 3) be 
honest and trustworthy; and 4) be fair 
and take action not to discriminate 

1) to truth; 2) to the discipline of 
knowledge; 3) to the physical 
environment; 4) to our communities; 5) 
to our societies; and 6) to humanity. 

2.2.10 Summary of professional management practices 

A review of Hterature has identified the recurring themes associated with professional 

management practices. Nine management practices were most prominent and arose 

most often in the previous review of Hterature. They were, in order of prevalence: 

first, process analysis; second, strategic planning; third, organisational culture 

development; fourth, employee involvement (in management); fifth, training 

(development of organisational infrastructure to continuaUy re-train employees); 

sixth, performance measurement; seventh, supplier partnerships; eighth 
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quality management and quality assurance; and finally, the utiHsation of a 

contingency approach. A summary of practices and authors linked to professional 

management practices appears on the foUowing pages in Table 2.8. 
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Table 2.8 - Common components of professional practice 

THEME 
PROFESSIONAL 
MANAGEMENT 

BEST PRACTICE 

BEST PRACTICE 
RESEARCH 

PROPONENT 
Asian Business 
Magazine Survey (1995) 

Eilon (1992) 
Mclntyre (1995) 

Morin (1994) 
Peters and Waterman 
(1982) 
Witte (1994) 

American Productivity 
and Quality Centre, 
(1996), (1995); 
Anderson, (1996); 
Bolon, (1995); Camp 
(1994); Champy, (1995); 
Gannaway, (1996); 
Grace, (1996); 
Kaemmerer, (1996); 
Kinni (1994); Parker, 
(1995); Porter, (1996); 
Woods, (1995); Zairi, 
(1996) 

Arthur Anderson 
Consulting (1996) 
Bardach (1994); Fitz-
enz (1993); Lynn (1989) 
Blackmore and 
Donahue (1995) 

Fodor (1992) 

HeUiweU (1992) 
Kinni (1994) 
Reder (1996) 
Straussmann (1995) 
American Quality 
Foundation/Emst & 
Young (1992) 
Bartel (1983); Bassi 
(1994); Kravetz (1988); 
Kruse (1987); Lawler 
(1994); Macy and Izumi 
(1991); Osterman 
(1994); U.S. Dept. of 
Labor (1993) 
General Accounting 
Office (1992) 

Griffin, Gleason, Preiss, 
and Shevenaugh (1995) 

Saratoga Institute/ 
Jac Fitz-enzs (1993) 

MANAGEMENT PRACTICES 
- ORGANISATIONAL CULTURE DEVELOPMENT 
- STRATEGIC PLANNING 
- GENERAL FLEXIBILITY (CONTINGENCY) 
- CONTINGENCY APPROACH 
- STRATEGIC PLANNING 
- EMPLOYEE INVOLVEMENT (management) 
- SKILLS UNDERPIN PRACTICES 
- CONTEXT/CONTINGENCY APPROACH 

- STRATEGIC PLANNING 
- BENCHMARKING 
- PERFORMANCE MEASUREMENT 
- INFRASTRUCTURE (TRAINING) 

- BENCHMARKING 

- PROCESS ANALYSIS 

- MOST PRACTICES ARE UNSUBSTANTIATED 

- ORGANISATIONAL CULTURE DEVELOPMENT 
- PERFORMANCE EVALUATION 
- USE OF TEAMS 
- INFRASTRUCTURE (COMMUNICATION) 
- INFRASTRUCTURE (TRAINING) 
- RIGOROUS PROCESS ANALYSIS 
- RIGOROUS PROCESS ANALYSIS 
- BENCHMARKING 
- ETHICAL PRACTICES 
- CONTINGENCY APPROACH 
- SUPPLIER PARTNERSHIPS (certification) 
- PROCESS ANALYSIS 
- STRATEGIC PLANNING 
- EMPLOYEE INVOLVEMENT 
- EMPLOYEE TRAINING 
- COMPENSATION LINKED TO PERFORMANCE 
- COMMUNICATION 

- EMPLOYEE INVOLVEMENT (management) 
- ORGANISATIONAL CULT. DEVELOPMENT 
- PROCESS ANALYSIS (decisions based on facts) 
- PROCESS ANALYSIS (quality assurance & continuous 
improvement) 
- PERFORMANCE MEASUREMENT 
- EMPLOYEE INVOLVEMENT (management) 
- INFRASTRUCTURE (COMMUNICATIONS) 
- PROCESS ANALYSIS (continuous improvement) 
- ORGANISATIONAL CULT. DEVELOPMENT 
- STRATEGIC PLANNING 
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Table 2.8 - Common components of professional practice (continued) 

MANAGEMENT 
SUCCESS 

COMMON 
COMPONENTS 

Brown (1995) 

Collins (1995) 
Blakemore, 1989; 
Bocka & Bocka, 
1992; Crosby, 
1984; Fox, 1991; 
Hammer, 1993; 
HiU, 1992; Imai, 

1986; Ishikawa, 
1982); Jablonski, 
1992; Juran, 1989; 
Martin, 1993; 
McConneU, 1986; 
Reichheld & 
Sasser, 1995; 
Schmidt, 1992; 
Senge, 1990; 
Tribus, 1988; 
Walton 1986). 

Deming (1982) 
Director Magazine 
(1994) 

Gephart (1995) 

Peters and Waterman 
(1982) 
Serpa and Viera (1993) 
IN DECREASING 
ORDER 
OF SIGNIFICANCE 

- SUPPLIER PARTNERSHIPS 
- INFRASTRUCTURE (TRAINING) 
- PROCESS ANALYSIS 
- ORGANISATIONAL CULT. DEVELOPMENT 
- QUALITY MANAGEMENT 

> process in^rovement 
• knowledge of process 

' customer focus 
• commitment 
> top-down implementation 
> constancy of purpose 
> total involvement 
• teamwork 

' employee involvement 

- QUALITY MANAGEMENT 
- STRATEGIC PLANNING 
- PROCESS ANALYSIS 
- SUPPLIER (& CUSTOMER) PARTNERSHIPS 
- EMPLOYEE INVOLVEMENT (management) 
- STRATEGIC MANAGEMENT 
- EMPLOYEE INVOLVEMENT (management) 
- PROCESS ANALYSIS 
- CULTURE DEVELOPMENT 
- CONTINGENCY APPROACH 
- ORGANISATIONAL CULT. DEVELOPMENT 

1 

PROCESS ANALYSIS 
STRATEGIC PLANNING 
CULTURE DEVELOPMENT 
EMPLOYEE INVOLVEMENT (in management) 
INFRASTRUCTURE (employee training) 
PERFORMANCE MEASUREMT (benchmaridng) 
SUPPLIER PARTNERSHIPS 
TOTAL QUALITY MANAGEMENT/ASSURANCE 

' CONTINGENCY APPROACH 

Professional management practices explained 

A brief explanation of each of the nine common professional management practices 

foUows, including a summary of the proponents of each of the management 

practices reviewed, in Table 2.9. Please note that professional management practices 

appear in both a combined and individual form. For example, whUe process analysis 

tops the Hst, it may also be considered a component of quaHty management. Thus, 

some practices are dupHcated within others. In addition, although volumes have 
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been written on the topics of Total QuaHty Management and benchmarking, not aU 

authors describe the practices as 'professional'. They have subsequentiy been ranked 

lower than other practices which have been impHcitiy described as professional. 

Ranking is neither meant to be statisticaUy or quantifiably relevant, but rather to 

serve as a loose' indicator of popularity. 

1) Process analysis 

Conducting a process analysis' was the most consistent and popular 'professional' 

management practice. Process analysis consists of a systematised and rigorous 

methodology for managers to \mdertake in order to review the steps and procedures 

associated with the deHvery of a product or service, or a component of a product or 

service. In more simple terms, it is a way of formaUy examining and assessing the 

effectiveness and efficiency of any method or practice. The purpose of process 

analysis' is to discover weaknesses in the production or service deHvery process, so 

that it may be subsequentiy improved. 

2) Strategic planning 

The second most popiUar management practice associated with professionaHsm was 

strategic planning. Strategic planning is the systematic process through which 

organisational goals and purposes are identified and strategies are devised in order to 

achieve these objectives. It involves identifying the key decisions that an 

orgarusation must make correctiy in order to prosper in the future (Argenti 1992; 

Jaki 1997). The strategic planning process ciUminates in the estabHshment of a 

strategic plan - a set of statements describing the organisational purpose and 

outlining appropriate conduct - together with the strategies which have been 

designed to achieve the predetermined targets (Argenti 1992). 

3) Organisational culture development 

The development of appropriate organisational cultures via management action was 

the thkd most recognised 'professional' management practice. It is within the deske 

to understand more about the flmctioning of companies and businesses that the 

concept of organisational culture has taken shape. Just as nations have ciUtures that 
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dictate how members wiU act toward feUow members and outsiders, organisations have 

cultures that govern how employees behave. The cvUture conveys assumptions, norms 

and values, which in turn impacts upon activities and goals; and most importantiy, in so 

doing orchestrates how employees undertake thek work, determining what they view 

as significant within the workplace. Thus, employees' behaviours, beHefs and 

understandings are determined largely by the organisation's culture. Culture has been 

related to performance and exceUence in the marketplace (Peters and Waterman 1982), 

as weU as employee commitment, co-operation, efficiency, job performance and 

decision-making (Wilkins and Ouchi 1983). Organisational ctUture has been a 

significant tool in unraveUing the conundrum of organisational behaviour. 

A prevaUing theme in the Hterature on orgamsational culture is the lack of an accepted 

definition. However, the Hterature suggested several recurring themes. They were first, 

culture is largely inflexible; second, it is determined by members of an organisation; 

thkd, it is shared by members of an organisation; and finaUy, its core assumptions are 

substantially hidden from most members because they are rarely documented (Beyer 

& Trice 1993, Dmcker 1992, Ouchi & Pascale 1981, Scheki 1984, Smitii & Stewart 

1995). 

4) Employee involvement (in management) 

Academic and popular business Hterature also stressed the importance of employee 

involvement in management. In other words, involving employees in the 

management decision-making process was considered to be a 'professional' 

management practice. Employee involvement in management was considered 

important because it aUows the individuals who are 'at the coal face' to express thek 

expert opinions on issues relating to thek specific roles, and on the processes that 

affect thek performance. Thus, management may involve employees in decision­

making who traditionaUy would have no input ki thek own work. In addition, 

employees may become involved in any of the other management practices utiHsed, 

such as process analysis or performance measurement. 
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5) Infirastructure development (training) 

Management and employee training was argued to be the most important factor for 

the development of an effective organisational infrastructure. Thus, appropriate 

trakiing and continual re-training is a common component in Hsts of professional 

management practices. This trend toward employee training has influenced the 

development of what has been termed the 'learning organisation' (Senge, 1990). 

Learning organisations focus on thek own dynamic and interdependent evolution via 

continual exploration, experimentation and training (Senge, 1990). 

6) Performance measurement (benchmarking) 

Performance measvirement is a formal and rigorous system for determining the 

achievement of organisations, departments, groups and individuals relative to 

specific and predetermined goals and objectives. It is an expHcit method of assessing 

the success of an organisation or parts of an organisation. Performance 

measurement may be undertaken at a macro level (assessing the acqxksition of 

company goals outlined in the strategic plan), or at the micro level (assessing the 

performance of individuals, and how thek work contributed to the achievement of 

unit or departmental goals), and may be quaHtative, quantitative or a combination of 

both. 

Linked strongly with performance measurement is the practice of benchmarking. 

Benchmarking is the use of extemaUy defined quantitative and quaHtative 

performance measurements designed to estabHsh meaningful goals for an 

organisation to target (Leibfried & McNak 1992). Benchmarking is simply a 

performance measurement technique that utUises external measures instead of those 

determined within an orgarusation. 

7) Supplier partnerships 

AHnost aU organisations rely on other companies' products or services. When 

managers develop partnerships with thek suppHers, they are recognising the 

importance of estabHshing long-term relationships with companies whose products 

or services are intrinsic to thek own products' or services' quaHty and success. Thus, 
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stable partoerships with suppHers can improve quaHty and deHvery of the products 

or services which are the raw materials for other organisations. SuppHer partnerships 

or suppHer certification is a common feature of TQM. 

8) Total quality management and quality assurance 

Total quaHty management and quaHty assurance practices are formal and measurable 

management practices designed to improve product or service quality and increase 

customer satisfaction, by restructuring traditional management practices (Ritter 

1991). QuaHty assurance is based on the premise that quaHty is customer driven and 

defined, and therefore must be continuously analysed objectively with the customers' 

best interest in mind. The core focus of TQM is continuous improvement. 

9) Contingency Approach 

WhUe the above management practices are quite specific in nature, the contingency 

approach to professional management practice is totaUy non-specific. The 

contingency approach recognises that there is not one best practice, and that 

practices must be context specific. In other words, managers must be flexible and 

adaptable, and be prepared to utilise any principle or practice that may work. 
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Table 2,9 - Proponents of professional management practice 

Professional management practice 
PROCESS ANALYSIS 

STRATEGIC PLANNING 

CULTURE DEVELOPMENT 

EMPLOYEE INVOLVEMENT 

INFRASTRUCTURE (TRAINING) 

PERFORMANCE MEASUREMENT 

SUPPLIER PARTNERSfflPS 

QUALITY MANAGEMENT 

CONTINGENCY APPROACH 

Proponents 
American Quality Foundation - Enist & Young 
(1992), Arthur Anderson Consialting (1996); 
Brown, (1995), Director Magazine (1994), Fodor 
(1992), Griffin, Gleason, Preiss, & Shavenaugh 
(1995), Gephart (1995), HelUwell (1992), Saratoga 
Institute (1993), United States General 
Accounting Office (1992), Walton/Deming 
(1989) 
American Quality Foundation - Ernst & Young 
(1992), Asian Business magazine (1995), Director 
Magazine (1994), Eilon (1992), Gephart (1995), 
Mclntyre (1995), Saratoga Institute (1993), Witte 
(1994) 
Asian Business magazine (1995), Blackmore & 
Donahue (1995), Collins (1995), Peters & 
Waterman (1982), Saratoga Institute (1993), Serpa 
& Viera (1993), United States General Accounting 
Office (1992) 
Bartel (1983); Bassi (1994); Director Magazine 
(1994), Gephart (1995), Gnffin, Gleason, Preiss, 
& Shavenaugh (1995), Kravetz (1988); Kruse 
(1987); Lawler (1994); Macy and Izumi (1991); 
Mclntyre (1995); Osterman (1994); U.S. Dept. of 
Labor (1993); United States General Accotmting 
Office (1992) 
Bartel (1983); Bassi (1994); Blackmore & 
Donahue (1995), Brown, (1995); Fodor (1992), 
Kravetz (1988); Kruse (1987); Lawler (1994); 
Macy and Izumi (1991); Osterman (1994); 
Saratoga Institute (1993); U.S. Dept. of Labor 
(1993); Witte (1994) 
American Productivity and Quality Centre, (1996), 
(1995); Anderson, (1996); Bartel (1983); Bassi 
(1994); Blackmore & Donahue (1995); Bolon, 
(1995); Camp (1994); Champy, (1995); Gannaway, 
(1996); Grace, (1996); Griffin, Gleason, Preiss, & 
Shavenaugh (1995); 
Kaemmerer, (1996); Kinni (1994); Kravetz (1988); 
Kruse (1987); Lawler (1994); Macy and Izumi 
(1991); Osterman (1994); Parker, (1995); Porter, 
(1996); Witte (1994); U.S. Dept. of Labor (1993); 
Woods, (1995); Zairi, (1996) 
American Quality Foundation - Ernst & Young 
(1992), Brown (1995), Director magazine (1994) 
American Quality Foundation - Ernst & Young 
(1992); Crosby (1984); Deming (1982); Hammer 
(1993); Imai (1986); Juran (1989); Schmidt (1992); 
Senge (1990); United States General Accounting 
Office (1992); Walton (1986) 
Eilon (1992), Peters & Waterman (1982); 
Straussmann (1995) 
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2.2.11 Conclusion 

Professional management practices have been located firom a number of sources 

including Hterature on the professions, management as a profession, professionaHsm, 

professional management, best management practice and practices for management 

success. Each one of these disciplines have proven influential in the evolution of 

professional management practices. A concepmal constmction of professional 

management practices is iUustrated below in Chart 2.1. 

Chart 2.1 -
A conceptual construction of professional management practices 

PRACTICES FOR 
MANAGEMENT | ^ 

SUCCESS 

A 
i 

T 

BEST 
MANAGEMENT 

PRACTICE 

PROFESSIONS 

I 

! PROFESSIONAL \ 
\ MANAGEMENT ; 

^ PRACTICES / 

4 

PROFESSIONAL 
MANAGEMENT 

MANAGEMENT 
ASA 

PROFESSION 

PROFESSIONALISM 

It is no coincidence that each one (excluding the contingency approach) of the nine 

identified professional management practices is described as a formal and r^orous 

system for achieving organisational goals and objectives. AU professional 

management practices are unified in two senses. Fkstiy diey are aU documented, 

stmctured and dupHcable procedures, and secondly, they are aU tools or techniques 
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to reach the same objective - success - as defined in the company's strategic plan or 

vision. 

According to the Hterature, it may be surmised that aU nine identified professional 

management practices are conceptuaUy Hnked. No single practice can produce a 

hoHstic view of the organisation, its processes and outcomes. In a metaphorical 

sense, each of the nine management practices may be seen as pieces of a shattered 

mkror. When re-assembled, the only way to get a true reflection is to have each 

piece in its correct position. Figure 2.1, on the foUowing page Ulustrates this point. 

However, the Hterature has not yet specified clearly how each of these pieces may be 

reassembled to create an accurate representation what actions must be taken in order 

to reaHse professionaHsm. 
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Figure 2.1 - An holistic view of professional management practices 
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2.3 The business of sport 

2.3.1 Introduction 

The emergence of professional management practices in sporting organisations has 

shadowed the perception that sport is becoming a serious business. As Murray 

Massey, (1996) highHghted in his examination of the business of sport, sport in 

AustraHa has transcended its amateur foundation to become a legaUy complex and 

highly competitive professional activity. Massey observed that this movement 

toward professionaHsation has created a new occupational sector: sports 

management. 

Massey dkectiy acknowledged the Hnk between professionaHsm and business 

principles. He noted that, 'as professionaHsm engulfs sport in Australia, sport 

managers ... increasingly face the same commercial presstires and benchmarks as 

thek counterparts in mainstream business' (p.75). However, this 'new" era of 

professionaHsm is only a decade old, and sport has, according to Massey, a 

disproportionate share of business amateurs with questionable ethical practices. He 

cited David ShUbury, Associate Professor in sport management at Deakin University, 

who argued that the trend toward fuU-time paid staff and the professionaHsation of 

sport management is now kreversible, and that, 'today sport managers are chaUenged 

to upgrade thek knowledge and skUls to ensure that organisations within the sport 

industry remain competitive and financiaUy viable' (p.76). 

WhUe the connection between business and sport is an emerging relationship in 

AustraHa, the linkage is unambiguously made by European and North American 

commentators. Aris (1990) and WUson (1988), considered sport a professional 

business endeavom:, as illustrated by the tides of thek books, Sportsbi^ Inside the Sports 

Business, and The Sports Business, respectively, whUe Canadian academic, Trevor Slack 

(1995), succinctiy commented that sport is big business, and that, iDig buskiess is 

involved in sport' (p.97). 

The concept of professionaHsm and the incorporation of professional management 

practices in the administration of sporting organisations is based on the premise that 
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sport must be managed Hke a business. Without this fundamental and recent 'shift' 

ki perception, the incorporation of professional management practices is knpossible. 

It is this paradigm shift which forced the recognition that sport must be managed as 

a business, tiiat has provided the catalyst for the emergence of professional 

management practices. 

However, whUe sport managers and admmistrators are increaskigly utUising 

commercial business principles, there is a strong argument that although sport may 

be managed as a business, it is in fact a special form of business with unique features. 

In order to comprehensively examine professionaHsm and professional management 

practices, it is essential to first review the current arguments concerrung the nature of 

the sport market. 

2.3.2 Unique business or generic business!: the features of the sport market 

Introduction 

Stewart, (1990) pointed out that whUe the effects of the commercial development of 

sport in AustraHa has been strongly debated over recent years, it has not taken long 

for many sport organisations to adopt the characteristics of business enterprises. These 

developments have come under the scrutiny of critics and commentators who have 

focused in particiUar on increasing levels of professionaHsation in sporting 

organisations (AiUd 1993; MUls 1994; Moore 1993; Watt 1992; WHtson 1988) and 

greater levels of bureaucratisation and speciaHsation (Frisby 1988; KUnUis, Slack, 

Hkiings, and Zknmerman 1989; Slack 1988; Slack and Hinkigs 1989). The 

underlying arguments presupposed an increasingly business-like approach to the 

management of sporting organisations and clubs, especiaUy at the eUte level where 

players and administrators are often paid employees (Auld 1993b; Hogg 1988; 

Thibault, Slack and Hinings 1992), and where adaptabUity and customer service are 

seen as critical success factors (Champy 1995; Maynard and Mehrtens 1993; Peters 

1993). 
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WTiere in the past sporting club goals were bound up with winning as thek only 

avenue of success, many AustraHan sporting organisations seek to achieve financial 

stabiHty and profits as much as 'on-field' and eHte success. For example, a club, 

according to WUson (1990), must perform financiaUy if it wants to survive in the 

highly competitive world of commerciaHsed sport. With this increaskig emphasis on 

commodification and entertainment, AustraHan professional sporting teams have 

adopted a range of business practices. Tasker and Nicklin, (1995) suggested that this 

has resxUted ki the emergence of a more systematic and 'serious' approach to the 

management of sport. This has lead to an inexorable sHde toward the 

implementation of 'professional' practices in the administration of sporting 

organisations, and has caused many sports administrators to emulate private sector 

profit-driven enterprises. McDonald, Sutton and MUne, (1995) noted that this trend 

has resulted in an increased awareness and use (albeit Hmited) of management 

techniques such as total quaHty management. Other commentators such as Brohm 

(1978), Riguar (1981), and Stewart (1989), have argued that the trend toward 

rationaHsation and productivity has forced sports administrators to translate human 

and sport resources (particxUarly players) into economic equations in which division 

of labour, efficiency, regulation, standardised work practices and management 

control have become the dominant variables. 

On the other hand, there have been some commentators, such as AvUd (1993), 

Brooks (1994), Gorman and CaUaoun (1994), and MuUki, Hardy and Sutton (1993), 

who have specified that sport is urUUce any other commodity, and is sufficientiy 

different to warrant it being managed differentiy. In other words, they have 

maintained that sport is a unique, or at least special, form of business, and therefore 

troublesome for management to place within a traditional business paradigm. 
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Emotion and irrationality 

Professional sport and commercial buskiess have become inextricably HcJked. We 

need look no further than the metaphors used to describe specific business 

situations. For example, to 'drop the baU', or 'let the team down', commonly 

describes corporate faUure, whereas to 'kick a goal', 'put one throvigh the middle', or 

'get runs on the board', describes a business success. Sporting analogies are used 

almost universaUy in business to demonstrate the value of loyalty, commitment and 

teamwork. In the USA, BUI ParceUs, the head coach of the New England Patriots 

footbaU team recentiy wrote a book in which he translated the lessons' learned on 

the playing field into leadership lessons for business firms (ParceUs 1995). Similarly, 

in AustraHa a book just written about Australian footbaU legend, Ron Barassi, 

revealed detaUs of Barassi's lucrative business lecture ckcxkt and the impact of his 

'motivational talks' on business executives (Barassi and McFarline 1995). This Hnk 

between sporting and business practice was not lost on Gareth Morgan, an 

organisational theorist, who, in one of his management textbooks, spent a whole 

chapter using sporting metaphors to explain the place of teamwork in business 

management (Morgan 1993). David James, (1995) captured the powerful symboHc 

and metaphorical significance of sport for business when he commented: 

Sport exposes one of the greater ironies of human nature: although work 
determines a person's standard of living and sodal position, many people are more 
concerned about a piece of inflated leather passing between white sticks. Most 
managers can only dream of getting the passion and commitment from their 
workforce that sport arouses (p66). 

At the same time, sport and business clearly operate within different behavioural 

parameters. WhUe profit centred businesses need to obtain strong emotional 

support from thek employees, thek overriding concern is efficiency, productivity and 

responding qviickly to changing market conditions (Argenti, 1992; Grace, 1996; 

Hames, 1994; Imai, 1986). Sport, on tiie otiier hand, according to Gorman and 

CaUioun (1994), is consumed by emotional and simational variables that make its 

outcomes both reactionary and \mcertain. For example, a proposal to change club 

colours in order to project a more attractive image may be defeated because it breaks 

a Hnk with the past. SimUarly, a coach can be appointed on the basis of her previous 

65 

file:///mcertain


loyalty to the club rather than because of a demonstrated capacity to manage players 

better than the other appHcants. Commentators have also suggested that the 

behaviour of sport supporters can also be blatantiy irrational. Demmert, (1973), for 

example, observed that fans are more attracted to a game where the result is 

problematic rather than one where the winner is virtuaUy known in advance. In 

other words, predictabiHty and certainty, which are goals to akned for in the 

commercial world, particularly with respect to product quaHty, are not always valued 

in the sporting world. This is the paradoxical nature of sport, and as Schaaf, (1995) 

cautioned, sport administrators must understand this ambigmty, and be prepared to 

change thek approach from a narrowly rational business perspective to one which 

fits a sporting world in which social, cultural and commercial forces intertwine in a 

myriad of interesting but sometimes contradictory ways. Accordingly, sports 

administrators must acknowledge the vagaries of the sporting landscape. 

Interdependent between competing clubs 

From an economic perspective, several authors have commented on the number of 

differences between sport and commercial business, by highHghting the differing 

impact of market forces on each area. UnHke the competitive benefits that may 

come from something Hke the Coles-Myer amalgamation in the AustraHan retaU 

industry, Vamplew (1988), for example, pointed out that professional sporting clubs 

depend upon the continued economic viability of thek opponents. Arnold and 

Stewart (1986), reinforced this notion in arguing that at the most basic level clubs 

must co-operate with thek rivals in order to deHver a sporting product or experience 

to thek fans or customers. As Morely and WUson (1984) highlighted, clubs are 

mutaaUy interdependent, and the financial weakening of any club as a result of 

spectator or sponsor disinterest is damaging for aU clubs involved m the competition. 

In addition, tiks interdependency, accordkig to Arnold and Stewart, (1986) can lead 

to organisational arrangements which constrain the activities of the powerful 

domkiant member clubs, by cross subsidising the less powerful clubs. This strategy 

is not uncommon ki AustraHan sporting competitions, which in tiie case of tiie 

AustraHan FootbaU League (AFL) involves sharing of television revenue between tiie 

66 



fifteen member clubs. Melbourne, currentiy the worst performing club, therefore 

receives the same return from television as West Coast, one of the most televised 

and profitable (AFL 1994). In contrast, revenue sharing ki the retaU industry would 

be unthinkable. 

Profits and premierships 

Perhaps the most significant difference between professional competitive sport and 

commercial business is the way in which they measure performance. WhUe 

commercial businesses have many goals, thek mission and reason d'etre is to make the 

greatest profit possible. Thus, two businesses in dkect competition may both 

perform weU throughout a given fiscal year. For example, whUe Coles-Myer and 

Woolworths are fierce retaU competitors, they may both produce a profit, and claim 

a successful year. However, in the case of sporting clubs, the acquisition of a profit 

wUl do Httie to convince them of thek success if they finish the season at the bottom 

of the ladder, or perform poorly in eHte competition. WhUe the Coles-Myer or 

Woolworths shareholders may find the achievement of profits pleasing, as WUson 

and Allan, (1978) argued, sports clubs and representative teams judge performance 

mostiy on the basis of trophies, championships, premierships, medals and pennants. 

For example, during the early 1990s, the Sydney Kings basketball club succeeded 

famously in financial terms, but faUed dismaUy on the court. At the other extreme, 

the North Melbourne Giants had bankrupted themselves, but were highly successful 

in the premiership race, where it 'mattered most'. It is imlikely that this is exclusively 

an AustraHan phenomenon. In research from the United States, Sack and Watkins 

(1985), concluded that footbaU performance has Httie or no impact on the amoiont of 

money alumni contribute to coUege athletic programs. In a similar smdy, Gaski and 

Et2el (1985), foxond no apparent connection between donations and footbaU and 

basketbaU performance. 

In the some instances the relationship between sporting club or association 

aspkations, profits and performance success is compHcated by situations ki which 

organisations deHberately avoid expanding thek commercial Hnkages, or changing 
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rules to suit fans or television audiences, by maintaining thek 'historical roots' and 

traditional connections. Schofield, (1982) for instance, discussed how cricket 

authorities for many years refused to give prominence to one day cricket because it 

did not fit in with its view of the traditions of the game. Other authors, such as 

Stewart (1995), and Stewart and Smith (1995), have highHghted cases where sporting 

organisations refused sponsorship deals or a naming right arrangement because it 

departed from customary practices. In other words, tradition can often be valued 

above profits; a situation which woiUd rarely happen in the commercial sector. 

The road to sporting profitability 

HistoricaUy, there have been two prevailing and distinct models to describe the 

sports market and its underlying behaviour, variously described by Dabscheck 

(1975), Sloan (1971), and WUson and AUan (1978). The first is tiie profit 

maximisation model which assumes that a club is simply a firm in a perfectiy 

competitive product market and that profit is the single driving motivational force. 

The second is the utUity maximisation model which emphasises the rivalry between 

clubs playing in the same league, and thek deske to win as many matches as possible. 

It assumes that sporting organisations are by nature highly competitive, and that the 

single most important performance yardstick is competitive success. 

However, recent changes in the sporting context, and changmg management 

practices in sporting organisations have compHcated this issue. The growth of a 

competitive leisvire industry in which market boundaries are blurred, and the trend 

toward professionaHsation has forced many clubs previously concerned only with 

wkmkig to consider the profit-maximisation perspective. This re-focusing of goals 

was identified as early as 1978 by WUson and AUan (1978). These organisations, 

whUe acknowledging that winning attracts more support, also recognise tiiat tiiey 

must also take steps to secure thek long-term financial viabUity. Thus, many clubs 

are faced with ambiguous missions and competing clakns from tiiek stakeholders; 

'ttaditionaHsts' advocating the maximisation of playmg efficiency (which can involve 
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winnkig at any price), and 'progressives' suggestmg that success is a function of an 

expanding revenue base rather than the accumulation of premierships (AFL, 1994). 

According to Stewart and Smith (1996), this demarcation is exacerbated by the 

motivation of spectators. WhUe the expectation of a 'close', 'exciting' match is 

essential to attract Large crowds, the partisan spectator also demands victory. Thus, 

the 'customer' has no dkect interest in the financial or profit-maximisation approach 

unless it impacts upon thek club's level of performance or continued existence in the 

competition. As a result, the supporter or customer's concern for utiHty (in simple 

terms, a better win-loss ratio) is distant firom the deske to maximise profit. 

Moore, (1994) noticed that these clashing stakeholder values have forced 

contemporary sport managers to concede that profit and competitive success are 

neither mutuaUy exclusive nor positively related to each other. There is a complex 

and often apparentiy contradictory relationship. WhUe uncertain outcomes (the 

expected result of the game is problematic) and high game quaHty (the game is 

closely contested and exciting), wUl generate large audiences and revenue, at the 

individual organisational level, the primary concern is to attract the best recruits and 

to dominate the competition. However, the evidence indicates that what is in the 

best interests of individual organisations is not in the best interests of the league, 

competition or sport as a whole. Demmert (1973), demonstrated that h^hly 

predictable and 'one sided' outcomes wUl faU to attract large attendances. Qukk and 

Fort (1992), supported this view, suggesting that when a team or individual athletic 

competitor dominates a fixture so much that the result has become a 'foregone 

conclusion', the interest of fans wUl wane. 

Both Dabscheck (1975) and Qukk and Fort (1992), acknowledged that as a result, 

the ongoing viabUity of the competition, and by impHcation, the financial healtii of 

constitoent clubs, can be sustained only if rules are introduced which distribute 

playing talent equaUy between teams and minimise the dominance of a few clubs. It 

is no surprise that the two most successful professional sport leagues in AustraHa 

(AustraHan footbaU and mgby league) have put in place a comprehensive package of 
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salary caps, player draft rules, and ceilings on the number of Hsted or contracted 

players. Borland (1987), Cairns, Jennert and Sloan (1986), Morely and WUson (1984), 

Qukk and Fort (1992) and Vamplew (1988) concluded tiiat 'outcome uncertainty' 

and competitive balance is the key to the economic success of professional team 

sports. 

Variable quality 

The above stodies demonstrated that attendances at sporting contests wUl be higher 

where the game is expected to be unpredictable but close, and where the outcome is 

ambiguous, in contrast to a game where one team is expected to win by a wide 

margin. However in commercial business markets, most companies strive to deHver 

products and services that have only minor variabUity in thek quaHty; they are 

reHable and standardised. Champy, (1995) observed that in fact the current concern 

for quaHty assurance aims to guarantee a consistent level of exceUence in product 

performance and service deHvery. In contrast, there is an enormous variabUity in the 

quaHty of sporting performances. Many factors contribute to this variabiHty, 

including the weather, player injuries, the venue, the quaHty of the opponents, the 

closeness of the scores, the size of the crowd and its response to the contest, and the 

tactics employed by the opposing teams (from duU and defensive play to risk taking 

and adventurous team selection). MuUin, Hardy and Sutton (1993), ascertained that 

sport promoters and marketers spend significant energies in attaching more tangible 

benefits Hke premiiim seating, hospitaHty boxes, catering services, club merchandise, 

and glossy programs, to the game in order to ensure some minimum level of 

customer satisfaction. According to management expert, Tom Peters, (1973) a 

successful sporting event wiU always offer a, 'fuU package of amenities' (p.641). 
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Fluctuations in productivity 

Stewart 1995, commented on another associated difficiUty inherent in sport: the high 

degree of risk associated with the efficiency and productivity of its primary factor of 

production, the players, due to the potential for injury. Whereas manufacturing and 

service industries replace faulty equipment and hke new employees, sporting bodies 

wUl frequentiy hold onto injured star players for fear that they could be rehabUitated 

by a competing club. As a restUt, decHning individual performance (that is, low 

productivity) is treated more lenientiy in sporting clubs than low productivity from 

employees in traditional commercial markets. Thus, poor (or even lack of) 

performance is highly tolerated in sporting organisations. In contrast, in the case of 

industries Hke tourism or insurance, market forces wUl usuaUy decide the fate of 

under-producing employees. In other words, if they do not perform, the proprietors 

of the products and services they affect wiU simply withdraw or replace them. In 

sport, however, labour output is more variable. 

Tow product elastidty 

Another market factor that highlights the unique nature of sport is its low cross 

elasticity of demand; that is, there is low degree of substimtabiHty between different 

sports leagues and competitions. Schaaf, (1995), for example, reported tiiat 

competing clubs, through match day fixtures, provide a clutch of entertainment 

benefits which attract spectators and television viewers. These benefits are usuaUy 

sport specific, and the satisfactions that come from one sport wiU not easUy transfer 

from one sport to another. In this sense, sport enjoys inelastic demand and a high 

degree of product loyalty. For example, ki tiie event that supporters were unhappy 

about tiie result of a particvUar game, tiie winning margin, or tiie standard of 

umpkkig, k is unHkely that they would change thek sporting preferences. If, for 

instance, a supporter's soccer team is playing interstate and the match isn't televised, 

the supporter is unHkely to go to a hockey or bocce game instead. The traditional, if 

sknpHstic, examples of tea and coffee, and butter and margarine, highHght tiie high 

degree of substimtabUity between many products. In sport, no such easy 

substitutabiHty occurs. 
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WhUe a low degree of product substitation can be advantageous to a sporting 

competition, there are concealed drawbacks. For example, a low degree of 

substimtabUity suggests that a particular sport's abUity to achieve strong market 

penetration is severely Hmited. Thus, persuading spectators to change sporting 

loyalty wiU be just as difficiUt as persuading car drivers to take pubHc transport. 

After aU, consumers may purchase both tea and coffee, but are unHkely to attend a 

'foreign' badminton or handbaU match just because thek favourite field hockey team 

is not playing. A number of commentators including, Gorman and Calhoun (1994), 

MuUki, Hardy and Sutton, (1993), and Smitii & Stewart (1995), have proposed tiiat 

the customs, habits and traditions of sport fans, and the spectator inertia they induce, 

makes it difficult to shift them from one sport to another in large quantities by using 

material incentives or discounts, since neither price reductions nor an increase in a 

fan's income level wiU have a significant impact on the spectating and viewing 

preferences of sport consumers. 

High brand affiliation 

Linked to this theme is brand affiliation or the emotional attachment consumers 

hold for a particular brand of the product or service. Crossett (1995), observed that 

in sport, brand affiHation (or, to put it more euphemisticaUy, team loyalty) is high, 

whereas for other products and services it can range fiom very low (like fiozen 

foods) to moderately high (like cigarettes). For example, if a consumer who was 

planning on buying a particular model car was offered the opportunity to purchase 

the next best model for the same price, it is likely they woxUd seriously consider the 

possibUity. However, few Victorians woiUd choose to watch the West Coast Eagles 

AustraHan footbaU club play against the Adelaide Crows, in preference to viewing 

thek own Melbourne club play, even if the admission price was severely discounted. 

Victorian supporters have a strong emotional attachment to thek team's service, and 

a strong antipathy to the interstate teams from South and Western AustraHa. 

Despite the fact that such a match might be of a higher intrinsic quaHty than 

watching the team they support, thek affiliation to thek club is of paramount 

importance. SimUarly, a supporter of AustraHan FootbaU club Carlton who identifies 
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witii the club because of its upper-middle class pretensions, wUl be unHkely to easUv 

transfer her aUegiance to a club Hke Footscray, which attempts to represent die 

'battiers' of the western suburbs of Melbourne. Fans invest an enormous amoiunt of 

personal energy in thek favourite team, and this can create lifetime attachments. 

Fans often see thek team as an extension of themselves, according to Gorman and 

Calhoun, (1994), a characteristic which is reinforced through such things as club 

brochures, videos, logos, advertisements and speciaHsed athletic department 

personnel with weU developed pubHc relations skiUs (Fleisher, Goff and ToUison 

1992). It is this emotional attachment and individual identification inherent in sports 

consumers that manufacturers, retaUers and service organisations are desperate to 

acquke for thek products. Advertising strategies which subsequentiy Hnk customer 

emotions and identifying symbols with specific product features wiU usuaUy lead to 

strong repeat sales. 

Cultural and sodal identification 

Freidan (1984), pointed out that the factors influencing the demand for sporting 

contests are clearly different from those factors that impact upon conventional 

business, and sports marketers have developed a sound understanding of the market 

forces that fuel the loyalties of spectators. The loyalty to a sport or league is acquked 

through friends and famUy, and is reinforced by feelings of personal and cultural 

identification and the promotional campaigns of sporting clubs and leagues. As a 

resiUt, it is not unusual to see a six-year old chUd at a professional sports match 

wearing the uniform of thek parent's favourite team or individual competitor. Older 

supporters constmct a hierarchy of loyalty and identification to the sport, thek club 

and heroes respectively. Consequentiy, a supporter may enjoy playing or watching 

basketbaU, wUl vehementiy support the Melbourne Tigers, and wUl attempt to 

emiUate and/or admke Andrew Gaze. Moreover, if Gaze wears Adidas, so wiU the 

supporter (Scaaf 1995). Stedman, Goldblatt and Deiphy (1995), argued tiiat many 

businesses recognise the power of sporting league loyalty and identification, and have 

attempted to market thek products via sporting heroes. By creating sporting 

celebrities, they can capture some of the loyalty associated with the sport, team or 
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player, tiiat originated primarily through geographical location, or die mfluence of 

famUy and friends, rather than through price, convenience or quaHty. Staudohar and 

Mangan, (1991) proposed that tiiis 'symbiotic interaction' between the sport fan, 

television, and sporting heroes has a powerfiU influence on the spending patterns of 

consumers. 

Change and tradition 

The response of sporting orgamsations and thek members to changes in theur 

sporting worlds are fuU of contradictions. On one hand, sport as a product or 

service differs fi:om other products or services in that sport fans have a high 

tolerance for changes in product quaHty held loyal by emotive glue. Sporting fans 

wUl endure countiess changes to the personnel of thek club and its achievements. 

For example, if a star player moves from one club to another club, the supporters' 

aUegiances wUl, in general, remain fixed. For example, when Mark Bradtke, the star 

centre for the AustraHan National BasketbaU League team the Adelaide Thirtysixers 

transferred to the Melbourne Tigers basketbaU team, Adelaide fans continued to 

support thek home team, whUe Melbourne supporters embraced Bradtke as if he 

was 'a long lost son'. However, unHke sports supporters, the 'commercial' consumer 

on the lookout for computer hardware or a new tennis racquet is Hkely to change 

products if the status-quo is affected for the worse (that is, the product has lost its 

major attribute). On the other hand, the rate of change in sporting organisations is 

slower than in the commercial sector, and is largely governed by the slow rate of 

technological adaptation resvUting from a preference for traditional ways of doing 

things. Sport is often ruled by its cultural antecedents, which over the years have 

included an observance of the sanctity of the original rules and customs, the 

character buUding quaHties of amateurism, a beHef that money corrupts, a view that 

playing the game for its own sake is infiiktely superior to playing it for material 

reward, and the reverence for tough, dour but often reactionary leaders (Stewart 

1995). 
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There are a mvUtitade of examples where commercial busmesses have sought to gain 

a competitive edge by achieving a technological breakthrough. For example, the 

introduction of the airbag and anti-lock braking systems have revolutionised 

automobUe safety, while in the computer industry the rate of change is so dramatic 

that a product is Hkely to become obsolete soon after its purchase. In contrast, 

sports science affords slow, progressive improvements to sport performance. At the 

extreme, accordkig to Smitii & Stewart (1995), sport administrators wUl resist change 

if it means that the 'personaHty' of the club is undermined through a relocation of 

playing venue, the appointment of a 'foreign' coach (that is someone firom another 

club) the renaming of a facUity, a change in its motifs, or modification to the club 

colours or theme song. 

Fixed supply schedule 

Fixed short run productivity is another hindrance for sporting clubs. Where 

commercial businesses can increase thek productivity to meet demand, sporting 

organisations have a fixed, or highly inelastic production curve (excluding sales of 

memberships and memorabUia). Clubs or individual competitors can only play a 

certain number of times during a specific period. In the simation where support for 

a particular club is high, the league may change the venue to aUow a larger crowd to 

attend, but cannot decide to play the match twice. In the long run, however, the 

supply of the sport product can be increased. For example, the steady increase in the 

demand for cricket watching (mostiy via television) over the past thirty years has 

resulted in more matches being played, and therefore resiUted in an increase in 

productivity (Stewart 1995). This sort of strategic response is not surprising to 

Staudohar and Mangan (1991), since the success of professional sports ventures is 

based on the extent to which they can deHver games to large numbers of people who 

are wilHng to pay for the entertainment. 
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Conclusion - A business, more or less'? 

WhUe commentators and business analysts seem to universaUy agree that 

professional sport requkes professional management via the careful adoption and in 

some cases adaptation of commercial business principles, the unique features of the 

sport market is stiU highly visible. Without an understanding of how business 

principles apply to the unique nature of sport, sports administrators wiU faU to 

maximise thek club's successes both on the field and off, nor wiU they be capable of 

employing appropriate management practices. Thus, it appears that an 

understanding of the unique features of the sport market is intrinsic to the 

appHcation of professional management practices. 

WhUe the radicaUy changing world that currentiy surrounds sport demands an 

appropriate administrative response, it is also important that sports administrators 

be sensitive to the special structures of sport. These features were succinctiy 

summarised by Jerry Gorman and Kkk Calhoun (1994) when they commented: 

Sports. It is at once a business and an emotional experience, money and heart. 
Neither side can be dismissed, by the fan or the people in charge (p.47). 

It has been argued that sport is a complex socio-cultural phenomena as weU as being 

part of the entertainment industry, and to reduce it to a simple commercial 

transaction or pubHc display faUs to provide a fuU imderstanding of its special 

features, enormous social and cultural impact, symboHc significance and fiequentiy 

paradoxical practices. As a resvUt, the commercial business professional management 

practices identified in the previous section must be viewed with an understanding 

that the sport market may not always be able to translate the practices dkectiy. 

WhUe, professional management practices in the commercial business world are 

inextricably Hnked to the management of sport, the degree of translation is debatable 

and ambiguous. 

As professional management practices in commercial business have been identified, 

and the unique features of the sport market explored, the next logical step is to 
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examine how commentators of the sport market have viewed professional 

management practices. 
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2.4 The sport market approach 

2.4.1 Defining features of the sports professional 

The use of the term 'professional' to describe the management of contemporary 

sport can be confusing, since traditionaUy the term professional has been used to 

describe players who were paid for thek participation. However, Zanger and Parks 

(1990), in thek analysis of contemporary sport management, were clear about what it 

means to be professional: 

Describing someone as professional' ts a compliment, implying proper business 
ethics, good service and quality products. In addition, professionalism involves a 
neat appearance, pleasant voice, and fluent but sucdnct speaking and writing 
abilities (p.21). 

Zeigler (1983), also discussed the role of the professional in sport when outlining the 

development of managers' personal skUls. Having identified five leadership styles, he 

described one as 'professional'. According to Zeigler, an individual possessing a 

professional leadership style is distinguished by several characteristics including: first, 

thek wUHngness to address themselves to the understanding of the conditions that 

affect good management practices; second, thek smdy of the research and 

appHcation of the behavioural sciences and management schools; thkd, thek 

recognition that the efforts of management and professional employees must be 

shared in order to maximise goal achievement; fourth, thek undertaking of an 

eclectic approach aUowing the management of a diverse range of employees; and 

finaUy, thek continual attempt to achieve the best results, without compromising 

thek employees. 

Horine (1991), ki his textbook concerning tiie nature of admkiistration and 

management, reinforced the competence and conduct components of Ze^ler's 

definition. Horine specified that the professional administrator remains cvirrent and 

'in touch' with trends. In a sporting context, being highly professional means 

behaving ethicaUy as weU as being competent, a notion reinforced by Slack (1997). 

Table 2.10 summarises the defining features of a sport management professional. 
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Table 2.10 - Defining features of a sport professional 

Author 
Zeigler (1983) 

Zanger and Parks (1990) 

Horine (1991); Slack (1997) 

View 

• understanding of 'good' management 
practice 

• education 

• employee involvement in management 
• flexibility 
• ethical behaviour. 

• ethical behaviour 
• service to customers 
• quality 
• style & etiquette 

• competence 
• ethical behaviour 

2.4.2 Professional management practices and the professionalisation of port 

Although the Hterature on sport management and administration lacks the detaU, 

depth and precision of the general management Hterature, it nevertheless makes 

some useful points. There have been a number of attempts to Hnk the 

professionaHsation or commerciaHsation of sport with 'professional' practices and 

best practices. In doing so, a number of writers have tried to estabHsh a profile of 

the professional sport admiikstrator. 

Lawrence Watt (1992), for example, in his exammation of the professionaHsm of 

sport management in New Zealand, maintained that any sports manager wUl rate 

personal skiUs at the top of thek Hst of requked professional attributes, along witii 

quaHty management and assurance procedures. WhUe quaHty management and 

assurance figures promkientiy in business Hterature, people skUls are rarely associated 

witii 'professional' attributes. Ramish Patel (1992), executive dkector of tiie New 

Zealand Hockey Federation, nominated tiiat tiiis is due to tiie prevalence of 

volunteers in sporting organisations, and the impHck difficiUty professional (fuU-

time) administrators have with thek dismissal. 

Accordkig to Peter McDermott (1992), Chak of Zealand Cricket Inc., professional 

management in sport is not very different from professional management in runnmg 

a commercial company. McDermott pointed to five key management areas: first. 
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marketing; second, financial planning; thkd, merchandising; fourth, retaU selling 

(tickets); and finaUy, marketing (television rights). Taking a similar 'checkHst' 

approach to professional management, Matene Love (1994), examined the skiUs and 

competencies of modem sports managers. She quoted (but faUed to reference) 

research commissioned by Massey University which indicated that specific sport 

knowledge rates poorly as a prerequisite to gaining employment in the sports 

management industry compared with otiier technical disciplines. According to Love, 

the research identified eight competencies as being essential requkements for sports 

management executives. Some of these competencies were skUls whUe others were 

management practices. They were, in order of importance: first, marketing skUls; 

second, business planning skUls; thkd, accounting and financial management abilities; 

fourth, general management abUities; fifth, economic experience; sixth, sport science 

knowledge; seventh, human resource management skiUs; and finaUy, leisure and 

recreation theory. 

Love hypothesised that an emphasis on marketing skiUs is a consequence of 

commerciaHsation and professionaHsation of sport, and the need to seU sport as an 

entertainment package to both sponsors and the pubHc. Moreover, Love stated that 

modern professional management requkes a 'hard-nosed' approach in order to 

successfuUy deal with marketing, sponsorship and media issues, implying that the 

human aspects of management and the needs of participants, voluntary officials, 

coaches, and admiikstrators, are not as important as service deHvery skiUs. Love 

proposed that this is a reaction to the pressures on organisations to produce effective 

and efficient sporting operations. In otiier words, tiie knplementation of 

professional management practices has forced a focus on tiie acquisition of customer 

satisfaction via rigorous, formal and documented management techniques. 

Love argued that 'experts' commonly beHeve tiiat a professional or commercial 

approach wUl have a significant impact upon sporting club structures, in addition to 

having a positive effect on participation levels. Furthermore, Love warned tiiat 

faUure to acknowledge the changkig nature of sports management as a natural 
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progression toward increased commerciaHsation could lead to the destmction of 

national sporting association stmctures. 

Maloy (1994), also acknowledged this necessity to adjust perceptions concerning the 

commerciaHsation and professionaHsation of sport management. In order to 

broaden and develop management competence in coUegiate sport in the United 

States, Maloy suggested several professional management practices. He advocated a 

greater emphasis on long-term planning to be distinguished by values and quaHty, 

and the re-appraisal of the sport administrators' role to encompass situational 

variables. Furthermore, he argued that charisma is not a sufficient characteristic in a 

manager. Rather, sport managers requke concrete abUities, .skills and practices. 

Maloy predicted that in the future successful sport organisations wUl typicaUy focus 

on performance and productivity, incorporating performance measures such as 

ethics and leadership in thek version of professional management. 

A simUar viewpoint was offered by Dene Moore (1993), former Executive Dkector 

of the Confederation of Australian Sport, in his examination of the development of 

professional management in the sport industry. He concluded that despite an early 

reluctance to embrace change, better management expertise and planning by 

sporting organisations has led to the acknowledgement that fiUl-time, paid 

admiikstrators are essential to the development of an 'efficient and effective' sports 

structure. Moreover, Moore argued that those sports in AustraHa that are 

progressing are those which are best managed. In addition, the development of a 

strong rapport and working relationship between boards of management, which are 

elected, xmpaid, varying in quaHfications and not usuaUy dkectiy accountable, and 

staff which are appointed, paid, generaUy quaHfied and accountable, is essential to 

the success of sporting organisations, and fimdamental to any concept of 

professional management. 

Moore noted that the successful sports administrator needs to be skiUed in a number 

of areas. He specified that the chaUenges of 'management, pubHc relations, 

marketing, media relations, legal expertise, insurance knowledge, personnel 
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quaHfications, facUity and techikcal know-how, financial skUls, and pubHc speaking 

demands ... requke the modem sports administrator to be more quaHfied than ever 

before' (p. 18). Furthermore, the future wiU see an increase in the number of 

speciaHsts employed in sporting organisations, and the fields of marketing and 

finance are Hkely to increase with the development of professional management 

incorporating practices such as strategic planning, with the corporate approach to 

become the accepted norm. 

Table 2.11 summarises the previously reviewed general phUosophies and views 

concerning skiUs and management practices associated with professionaHsation in 

sport. 

Table 2.11- Summary of views on the professionaHsation of sport 

Author 

Love (1994) 

Maloy (1994) 

McDermott 
(1992) 

Moore (1993) 

Watt (1992) 

General Philosophy 

'competency' approach 

'contingency' approach 
within ethical parameters 

'commercial' approach 

'corporate' approach 

'business' approach 

Professional 
Management Skills 

• general management 
skills 
• economic skills 
• sport science 
• HRM skills 
• leisure & rec. theory 

• people skills 

Professional 
Management Practices 
• marketing 
• strategic planning 
• financial planning 

• strategic planning 
• quality management 

• marketing 
• financial planning 
• merchandising 

• retail selling 
• marketing (TV) 

• strategic planning 

• quality management 
and assurance 
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2.4.3 Management practices in sporting organisations 

Some research has been undertaken which addresses the importance of various 

management practices and stmctures within sporting organisations, although Httie 

has been conducted in AustraHa. The foUowing is a review of this research. 

Lawrence Kahn (1993), for example, investigated the impact of managerial quaHty on 

team winning and individual player performance. Kahn sought to Hnk the human 

resource skiUs of American major league basebaU managers with thek team's 

performance on the field. Managerial quaHty and player performance was measured 

as predicted pay based on salary regressions. Kahn used a market-related approach 

to the measurement of managerial skUl. He reasoned that smce managers are fiee-

agents, subject to the demand of a competitive labour market, thek salaries should 

approach thek marginal revenue products. In simple, non-economic terms, Kahn 

rationaUsed that a manager's salary is an approximate measure of thek quaHty. He 

therefore used manager's salaries as a measure of thek competence. However, salary 

data was only avaUable up to 1987. As a result, Kahn extrapolated the data (using 

statistical regression) to provide a predicted pay structure for the years up to 1992. 

Kahn's results indicated statisticaUy that higher quaHty (better paid) managers are 

more successful in terms of win-loss percentages, and the higher the manager's 

quaHty, the better the players' performance levels. According to Kahn, the findings 

suggested that the quaHty of management makes an important difference in the 

performance of organisations. 

David Fabianic (1993), also examined managerial effectiveness in Amencan 

professional basebaU. The purpose of his smdy was to determine which managers 

were most effective ki team management. He classified managers into those who 

have had major league experience and those without, and grouped them according to 

whether they had a winning record of greater or less than 50%. Fabianic concluded 

that those managers with no playing experience were most successful, and a trend 

was developing for more managers to be appointed who also had no playing 

experience. He explained that the tendency toward appointing managers who were 
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kiexperienced m playkig major league basebaU is because basebaU is becoming 

increasingly oriented toward business and profitabUity considerations. He 

commented: 

In order to function at this level teams have resorted more and more to a large 
business model of organisation. The manager is but one role in the complex of 
roles which define the organisation. Ownership looks for skills and attributes 
which will benefit the organisation, not just the performance of the team (p.5). 

Clare Hanlon, Robin Tait, and Brad Rhodes (1994), used quaHtative and quantitative 

data to determine the management styles of successful Australian managers in sport, 

tourism and recreation. They determined tiiat there were no significant differences 

between the styles most used by successful managers. In fact, managers revealed 

that they used different management styles in different simations. In other words, if 

successful management styles are equated with professional management practices, 

then according to this research, AustraHan sport managers have largely adopted a 

contingency approach to the use of administrative techniques. 

Table 2.12 Ulustrates in condensed form the results of research concerning 

management practices in sporting orgarksations. 

Table 2.12 - Management practices in sporting organisations 

Author 
Fabianic (1993)-USA 

Kahn (1993) - USA 

Hanlon, Tait, Rhodes (1994) -
AUS 

Research 
Importance of playing 
experience in management 
success 
Impact of management quality 
on team winnmg 

Determination of management 
styles of successfiil managers 

Result 
Managers with no professional 
playing experience are more 
successful 
Higher quality managers lead to 
higher organisational 
performance 
No significant difference 
between styles -
'CONTINGENCY' 
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2.4.4 The impact of professionalisation in sporting organisations 

In 1996, the Federal government created the Standing Committee on Recreation and 

Sport (SCORS), which considered data obtained by the AustraHan Sports 

Commission (ASC) demonstrating that many national sporting organisations 

(NSO's) needed to: 

.. . undergo significant' improvements to be able to respond to current and future 
management and development imperatives. In particular, the management 
systems, skills and structures ofNSO 's and state porting organisations (SSO 'sj 
need to be reviewed and possibly replaced with more business-like practices which 
are able to address the 'big-picture' issues and deliver results (p. 1) 

According to the AustraHan Sports Commission, these 'business-Hke' practices are 

the vehicle for necessary change in the traditional stmctures and systems that 

currentiy dominate sport management, so that ultimately NSO's and SSO's can 

respond swifdy and decisively to market forces. Furthermore, in order for change to 

occur, AustraHan sport organisations shovUd adopt a 'best-practice' model, 

comprising the foUowing elements: first, streamlined national boards which are 

appointed on the basis of individual skiUs; second, a single national entity - where 

each state is given responsibiHty to achieve agreed outcomes in Hne with the national 

plan; thkd, linked constitutions and management structures - where dupHcation in 

decision making processes and management systems are removed; fourth, a single 

vision shared by aU members within an organisation; fifth, the coordination of 

national programs and poHcies across state boundaries; sixth, the principles of hand-

off 'governance' and hands-on 'management' are imderstood; seventh, organisations 

are innovative, customer focused and responsive; eighth, organisations use 

sophisticated information and communication systems; ninth, the employment of 

more suitably quaHfied women; tenth, reliance upon government fimding reduced; 

and finaUy, competency-based training and performance assessment is widely 

understood. 

In a foUow-up report in 1997, SCORS also nominated the common management 

issues AustraHan sport administrators would Hke addressed. These issues departed 
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from the 'macro', generic best practices Hsted above, instead focusing on more 

functional 'micro' practices including the management of faciHties, events, persoimel, 

technology, marketing and the media, quaHty service deHvery, the law, organisational 

ciUture and fimding. 

A number of individual researchers have underscored the ASC's best-practice 

imperatives, in unrelated and independent smdies concerning the relationship 

between voltmteers and professionals. Graham CuskeUy (1994), for example, 

undertook an analysis of the relationship between organisational commitment and 

committee functioning in amateur sporting organisations. In determining 

relationships between organisational commitment and committee fimctioning (for aU 

five identified dimensions - decision process, cohesion, conflict receptiveness, and 

homogeneity), CuskeUy identified a trend towards professionaHsation in sport 

administration. CuskeUy concluded that volunteers were more committed to thek 

sporting clubs or associations when they perceived that thek committee was a 

cohesive group, which remained receptive to new ideas, and used open processes to 

make decisions and handle conflicts. Thus, the professionaHsation of sport in 

essentiaUy amateur organisations did not aHenate volimteers, providing that the 

practices employed were sensitive to the ciUture of the orgaiksation. In fact, the 

process of professionaHsm can potentiaUy generate positive outcomes. AiUd (1993), 

for example, maintained that the process of managerial professionaHsm has provided 

organisations with a myriad of benefits. However, he cautioned that the 

professionaHsation process is subtie, with its impact on volvinteers largely unknown. 

SimUarly, in looking at the role of volunteers in the process of professionaHsation, 

Auld (1994), again explored the contribution that volunteers make to the leisure 

industry. He reported that organisations have moved away from volunteerism and 

toward professionaHsation; a sitaation characterised by the employment of 

professional admiikstrators to assist the operational management of an orgarusation. 

Auld noted that this professionaHsation process has led to the marginaHsation of 

volimteers, and has resulted in a relocation of thek responsibUities from the core to 

the periphery. Given the importance of professionals and the increase of 
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professionaHsation in previously voluntarily managed organisations, AiUd observed 

that professional competence has received Httie exposure. 

Wittock, BoUaert, De Knop, Laporte and Van Meerbeck, (1995), also acknowledged 

the growing trend towards professionaHsation in sporting organisations, in discussing 

thek attempts to develop an instrument with which sports federations can evaluate 

and optimise thek management. Despite referring to the European leisure 

community, thek comments are similar to those made in Australia. They cautioned 

that the expansion of tiie leisure industry, tiie diversification of sports discipHnes, 

and the increasing number of commercial organisations offering sports, may spread 

administrative resources thin. In addition, the professionaHsation of sports 

orgarksations and the growing complexity of the tasks to be fulfiUed within clubs, 

may make it difficult to find volunteers to perform the necessary work. Wittock et al 

recommended comprehensive planning strategies for sporting organisations to 

address this demand for increasing professionaHsm. 

A number of studies have addressed the emergence of professionaHsation in sporting 

organisations in Canada. Macintosh and Whitson (1990), for example, ki discussing 

the Canadian amateur sport scene, looked at the relationship between paid 

employees (whom they termed professionals), and volunteers. They reported that 

most professionals were employed by volunteer boards or committees, and 

subsequentiy worked in a variety of roles in concert with those committees. They 

specified that the roles of professionals can swing between the extremes of complete 

decision making authority, to no authority at aU. 

Macintosh and Whitson additionaUy investigated the relationship between amateurs 

and professionals in Canadian national sporting organisations. They discovered 

some areas of conflict, and foimd variabiHty in the degree of influence and 

responsibiHty professionals have in the poHcy development process. WhUe these 

differences were widely experienced, Macintosh and Whitson argued that the areas 

of poHcy development, committee involvement and resource aUocation were at the 

centre of professional-volunteer relationships ki the management structure. Thus, 
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the shift toward professionaHsation has led to the implementation of formal and 

discrete management practices which are implemented by paid, fuU time staff, 

thereby decreasing the effective decision-making power of volunteers. 

In another Canadian-based smdy, KUmHs, Slack, Flinings and Zimmermann (1989), 

examined the effects of professionaHsation on sporting organisational structures. 

ProfessionaHsation, according to KikuHs et al, is based on the levels of fuU-time, paid 

staff They identified eight structural design types. Of the fifty-nine provincial sport 

organisations participating in thek stody, five were labeUed as the 'professional 

bureaucratic' design type, which were the most evolved level fiom that of the 

volunteer organisation. The 'professional bureaucratic' stmctural design type is 

characterised by high levels of speciaHsation, where decisions are undertaken by 

professionals and approved by volunteer boards. KikuHs et al indicated that the 

control of information that the professionals possessed lead to the disempowerment 

of volunteers. 

KikuHs et al further observed that some professionals view the role played by the 

board or committee as Hmited, and beHeve that part-time volunteers are not quaHfied 

to participate in poHcy decisions, or assess professional competence. In some 

NSO's, they reported that volunteers felt they were appropriately empowered and 

were satisfied with the roles played by professional staff, whUe in other organisations 

where volimteers sought a high level of involvement, professional staff typicaUy 

complained of being 'hamsttung' and unable to fulfil tiiek roles adequately, due to 

volunteer 'meddHng'. 

Thibault, Slack and Flkikigs (1990), foUowed on from tiks stody, examkung tiie 

impact of professional staff on a number of structural variables. They warned that 

the introduction of professionals leads to a change in the culture of amateur sport 

organisations, and that professional employees are influential in an organisation's 

decision making processes. Thibault et al explained tiie mcrease in decision making 

by professionals as symptomatic of thek advancing autonomy. In other words, 

professionals are becoming more powerful in amateur sporting organisations. 
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In yet another Canadian stody. Slack and Thibault (1990), investigated the values and 

beHefs of employees of NSO's. In undertaking this stody, they examined the views 

of professionals and volunteers regarding decision making power. They discovered 

that professionals are viewed as controUers of decision making power, and are Hkelv 

to continue in that role. Slack and Thibault highHghted that the dominant values and 

beHefs of NSO's are centred upon increasing professionaHsation. 

In one of few domestic critiques, Richard MUls (1994), considered professionaHsm in 

AustraHan sport and the utiHsation of business practices by sporting organisations. 

MiUs recognised that there is an increasing amount of pressure placed on sports 

administrators to conduct thek management with consideration toward the legal and 

financial components of thek organisation's performance, in addition to its 'on-field' 

success. He pointed out that at a local level, clubs are undertaking strategic planning 

where they have never before. Where the deHvery of sport is facUitated by state 

sporting organisations, increased professionaHsm is manifested by a greater presence 

of paid staff. At the national level, the professionaHsation of sport is continuaUy 

demonstrated by the locations and entertainment value of competitive matches 

supported by sophisticated marketing and management activities. In addition, sport 

is characterised by increasing levels of formaHsation and bureaucratisation, with a 

shift from a volunteer base to a paid staffing system. MUls recommended that the 

current professionaHsation process should be analysed further, with a view to 

carefuUy managing the introduction of professional admiikstrators and thek use of 

business practices, in order to minimise conflicts with voluntary staff. 

The impact of professionaHsation in sporting organisations is condensed in Table 

2.13, on the next page. 
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Table 2.13 - Impact of professionalisation in Sporting organisations 

Author 

Auld (1993) 

Auld (1994) 

Australian Sports Commission 
(1996) 

CuskeUy (1994) 

Kukulis, Slack, Hinings, & 
Zimmerman (1989) 

Macintosh & Whitson (1990) 

Mills (1994) 

Slack & Thibault (1990) 

Thibault, Slack, & Hinings 
(1990) 

Wittock, Bollaert, De Knop, 
Laporte, & Van Meerbeck 
(1995) 

Research 

Impact of professionals on 
control of organisation 

Importance of volunteers 

Impact of best-practice and 
professionalism on AustraHan 
NSO/SSO's 

Relationship b /w commitment 
and committee functioning 

Effect of professionalisation on 
sporting organisational 
structures 

Relationship b /w professionals 
and volunteers 

Discussed effects of 
professionalisation 

Views of professionals and 
volunteers concerning decision­
making power 

Impact of paid staff 
(professionals) on structure 

Development of instrument to 
optimise management 
(STRATEGIC PLANNING) 

Impact of 
professionaHsation 

Professionals control 
organisation 

Volunteers marginalised - less 
powerfiil in decision-making 

• improved communications 
• increased revenue 
• less govt, funding 

• streamlined decision making 

• improved national focus 
• focus on national priorities 

• commitment to gender equity 
• improved research capacity 

• understanding of the 'customer' 

• new services to meet customer 

Volunteers committed when 
committee cohesive during 
professionalsation 

Increase in specialisation, si2e, 
and complexity controlled by 
paid employees 

Leads to professional 
management practices 
controlled by paid employees 

Increase in paid staff and use 
of business principles 

Professionals should control 
decision-making power 

Professionals (paid staff) have 
more decision-making power 

Difficult to find volunteers to 
perform com.plex tasks 
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2.4.5 Quality management in sporting organisations 

Mawson (1993), defined Total QuaHty Management (TQM) as a customer-focused 

management system that provides customer satisfaction through improvement of the 

work processes of aU employees in an organisation that produces goods and services 

for customers (p.lOl). She suggested that TQM is appHcable to the field of sport 

management because of its broad base of customers: sport participants, sport 

spectators, and sport management stodents/researchers/teachers. In a sport 

management context, total quaHty management focuses on deHvering reHable and 

durable services in order to meet or exceed customer expectations. 

Mawson advised that TQM can be incorporated by sport managers within the 

services they provide to sport consumers, through thek leadership to employees and 

via the sport programs they administrate. The concept of TQM emphasises quaHty, 

reHabUity and productivity; factors that requke maximisation in the increasingly 

competitive world of sport and recreation as a service business. Thus, a focus on the 

quaHty of product or service deHvery is an integral component to any system of 

management practices concerned with professionaHsm. 

WhUe Mawson talked about it. Van der Graaff (1995), demonstrated the importance 

of quaHty in sport management, based on data obtained fiom researching quaHty of 

service in sport centres in the Netherlands. He emphasised that managing a sports 

centre in a market oriented way is becomkig an, 'aU important matter' (p.41) due to 

lack of funds, and pressures from the business community to be more attune with 

contemporary business practices. The result is a need to be more professional, 

which, in practical terms translates as being more result and customer orientated, as 

weU as more price and quaHty conscious. In addition. Van der Graaff reasoned that 

in order to survive in the long-term, sports centres must adapt to new developments 

in society, and must think seriously about the manner in which thek own way of 

thinking coincides more closely with that of the business community. In other 

words, sports centres must utUise the principles of professional management that 

commercial business has developed. The importance of adopting commercial 
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management practices was similarly highHghted by Quick (1995), m his assessment of 

the use of quaHty management in two Australian professional sport organisations. 

Bramvold (1993), took a simUar approach to quaHty management as did Mawson, 

Van der Graaff and Quick, in his model for evaluating American coUege athletic 

program quaHty. HighHghting tiie importance of commercial principles, Bramvold 

identified five pivotal management areas. They were: first, academic performance; 

second, financial sufficiency; thkd, balance and equity; fourth, winning; and fiftii, 

size and scope. 

In contrast, James (1995), took a participant rather than management approach to 

quaHty management. He discussed the use of total quaHty management (TQM) by an 

AustraHan rules footbaU team. He cited TQM speciaHst Lou Coutts, who recognised 

TQM techniques being employed by West Coach Eagles coach, Mick Malthouse. 

Coutts claimed that the Eagles were a totaUy integrated organisation. He claimed 

that Malthouse taught players to operate under a strict system based on controlling 

unwanted randomness, and developed 283 rules for being a footbaUer, aU of which 

can be adjusted by individual players in the event something goes wrong. In this 

sense, James argued that quaHty management can be utiHsed by coaches to enhance 

players' professionaHsm - and ultimately thek performance. Nevertheless, it 

appeared as though Malthouse's appreciation of total quaHty management was 

instinctive, rather than deHberate. When asked, he stated that he had never heard of 

total quaHty management. 

Table 2.14 summarises the quaHty management approaches described above. 
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Table 2.14 - Approaches to quahty management 

Author 
Bramvold (1993) 

Coutts (1995) 

James (1995) 

Mawson (1993) 

Quick (1995) 

Van der Graff (1995) 

Area of apphcabihty 
Evaluating college sport 
programs 

Professional sports teams 

Football teams 

All sport management 

Professional sport clubs 

Sports centres 

Proposed outcome 
Increase in quality of programs 
if management focuses on: 1) 
academic performance; 2) 
financial sufficiency; 3) balance 
and equity; 4) winning and 5) 
size and scope. 

Increase in professionalism 
Increase in performance 
Decrease in variability/quality 
of performance 

Increase in performance 

Increase in professionalism 
Increase in quality, reliability, & 
productivity 

Increase productivity and 
quality 

Increase in professionalism 
Price, quality & service 
orientation 

2.4.6 Factors affecting the use of professional management practices in sport 

WhUe many of the foUowing issues have akeady been identified in previous sections, 

this segment reworks them in order to provide a succinct summary of the factors 

that impact upon professional management practice in sport. 

Finandal resources, sit^e and complexity 

Sports development consultants David Hogg Pty. Ltd., undertook a stody in 1987 

designed to assess tiie quaHty and needs of sports admknstrators in AustraHa. The 

stody surveyed AustraHa-wide sports administrators covering national federations, 

state associations, regional associations and clubs. Respondents were selected fiom a 

diverse background and varied in terms of sports represented, type and size of 

organisation, capacity of kivolvement (paid or unpaid), professional quaHfications, 

and years of experience. 
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Hogg Pty. Ltd. concluded that the greatest priorities for sport administrators were in 

the areas of sponsorship appHcations and servicing, foUowed by marketing, media 

relations and the acquisition of government grants. Other developmental areas 

considered of high importance were preparing developmental plans, general fund-

raising, use of computers, and making use of voluntary manpower. Most 

significantiy, sports administrators beHeved that thek professional development was 

lacking in areas concerning the acquisition of finances. Accordingly, Hogg Pty. Ltd., 

determined that the level of financial resources an organisation commands, has a 

sigmficant impact on thek management processes and practices. 

A number of Canadian authors, (Frisby 1986; Slack 1985; Slack and Hinkigs 1987; 

KikuHs, Slack, Hinings, and Zimmerman 1989), have examined the process of 

professionaHsation within amateur sport organisations, specificaUy focusing upon 

organisational structure. KUaiHs, Slack, Hinings, and Zimmerman (1989), for 

example, identified specific structures that sporting organisations possess, and went 

on to estabHsh that that there is an increasing trend toward bureaucracy. Thek 

conclusions, supported by the previous work of Frisby (1986), and Slack and Hkiings 

(1987), kidicated that the development of larger, more formal or 'professional' 

structures within sporting organisations may lead to better outcomes. In other 

words, the larger the organisation, the greater the chance it wUl employ professional 

management practices. In addition, the larger the sporting organisation, the greater 

thek financial resources. Thus, professional management practices may be dkectiy 

related to financial statos. 

MiUs (1994), supported this notion in his examination of the utilisation of 

'commercial' business practices by sporting bodies in AustraHa. He noted the 

increase in paid employees and long-term planning, and impHcitiy assumed a dkect 

relationship between a 'professional' approach, 'professional' practices, and superior 

outcomes. He concluded that the increased level of organisational complexity and 

the change from volunteer to paid administrators has increased the use of business 

practices. Thus, an organisation's size, resources and complexity wUl affect its 

management practices. Ferguson (1995), supported this view, arguing tiiat tiks 
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increase ki professionaHsm has forced AustraHan Rugby League teams to abandon 

tiiek traditional club stmctures for larger, more formal buskiess stmctures with 

greater resources, which can more easUy embrace contemporary professional 

practice. 

Reward system 

Using a simUar conceptoal framework to KUoUis, Slack, Hinkigs and Zknmerman 

(1989), Thibault, Slack and Hkkngs (1991), mvestigated the knpact of paid staff on 

sporting organisations that had previously employed a volunteer to undertake the 

position. They discovered that tiie levels of speciaHsation and standardisation 

increased with the employment of paid 'professional' staff Auld (1993), confirmed 

this conclusion and iUuminated the influence paid professional staff and volunteers 

command in national sport organisations. He found that both paid professionals 

and volunteers perceive that 'professionals' have more influence in organisational 

decision-making than do volunteers. A simUar result was obtained by CuskeUy 

(1994), who analysed volunteers' perceptions of organisational functioning in 

AustraHan sporting bodies, whUe in the United States, Kahn (1993), investigated the 

impact of managerial quaHty on team performance in professional basebaU, and 

rationaHsed that a manager's salary is an appropriate measure of thek quaHty. 

Watt (1992), also viewed the remuneration statos of administrators as fundamental to 

thek beHefs and practices. Love (1994), adopted a simUar approach, explaining that 

paid managers have difficulty in deaHng with volunteer administrators because they 

possess different views on how to manage an organisation. According to Moore 

(1993), it must be acknowledged that paid administrators are essential to the 

development of an 'efficient and effective' sports structure, and Hke Love, pointed 

out that the differences in management practices between those who are unpaid and 

varying in quaHfications, and those who are paid and generaUy quaHfied, are 

considerable. Thus, the remuneration statos of sport administrators is fundamental 

to thek perception and appHcation of management practices. 
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Education! training 

It also seems clear that education and professional trakiing is an important factor 

influencing sports administrators' use of management practices. Several writers 

(Moore 1993; Parkhouse 1981; Watt 1992), have suggested tiiat fiirther education is a 

necessity for the professional development of sports administrators. Hogg (1988), 

submitted a report to the AustraHan Sports Commission outHning the professional 

development needs of AustraHan sports administrators. He acknowledged that 

tertiary educated administrators have different perceptions and utilise different 

management practices to non-tertiary educated administrators. Moore (1993), 

cautioned that the professionaHsation process is forcing the modem sports 

administrator to be more quaHfied than ever before. Watt (1992), endorsed this 

growing tendency for sport administrators to possess management training, and 

explained that this accounts for some of the different practices employed by 

administrators. 

Saunders (1993), suggested that it is necessary for sport managers to undertake 

additional training in order to achieve improved levels of efficiency and 

performance. Whitson and Macintosh (1989), also noted the trend towards a more 

performance-oriented and educationaUy based system of management in thek 

discussion of the increasing levels of rationaHsation and professionaHsation in 

Canadian amateur sporting organisations. Slack's (1988), research reinforced the 

trend identified by Whitson and Macintosh (1989), his examination of the values and 

beHefs of members of Canadian national sporting organisations indicating that 

volunteers favour the role played by trained 'professionals' in thek organisation, and 

supported fiirther power to be aUocated to professionals. Research undertaken by 

Whitson (1988) found that professionals, without exception, are committed to high 

performance, re-training and the centraHty of thek role in pursuing performance 

goals. Thus, a focus on the pursuit of high performance and success in sport appears 

linked to employee training. 
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Source of funding 

Wittock, BoUaert, De Knop, Laporte and Van Meerbeck, (1995), viewed the context 

in which production and marketing takes place as the most important factor 

concerning the sports manager. They argued that an organisation can be described 

as either profit or non-profit, where accordingly, profit imposes specific objectives, 

and subsequentiy specific contingencies on a sport manager. They do not, however, 

detaU what these contingencies are. In addition to the profit-orientation of sporting 

organisations, Wittock et al suggested that the other major contextual dimension is 

an organisation's source of funding. Funding can be private: fiom membership fees 

and donations, pubHc: government grants, and fiom a thkd sector: a combination of 

both private and pubHc funding. Thus, the management practices utilised by sport 

managers is dependent upon the organisation's profit-orientation and the orientation 

of thek major source of funding, either private or pubHc. For example, if an 

organisation received the majority of thek funding fiom the government, they may 

be committed to spend that money pursuing government poHcy objectives. 

Wittock et al's view is based on a European model. The organisation of Australian 

sport may be too ambiguous to apply the Wittock et al model. The majority of 

AustraHan sporting orgamsations, including state sport organisations, national sport 

organisations, and even 'professional' clubs are non-profit, accordkig to thek legal 

articles of association. However, many of these organisations do actively seek 

surplus income, making thek profit-orientation difficult to categorise. In addition, 

while funding sources are generaUy spHt between private and pubHc, Wittock et al 

don't specify why management practices may vary between organisations with 

varying goals. ImpHcit within the concept of professional management practice is 

the notion that some management practices are ubiquitous and therefore appropriate 

for aU organisations. Thus, the orientation of the major source of funding and its 

impact on management practices remains unclear. 

97 



Summary 

The sport related Hterature is in agreement that professionaHsm is worth aspiring to, 

and tiiat k wUl produce good outcomes. In addition, k highHghts the Hkely knpact 

that organisational size, complexity, and financial power (Ferguson 1995; Frisby 

1986; KikuHs, Slack, Hinings and Zimmerman 1989; MiUs 1994; Slack and Hkkngs 

1987), education level (Hogg 1988; Moore 1993; Parkhouse 1981; Watt 1992), and 

the reward system (paid or voluntary) (Auld 1993; CuskeUy 1994; Kahn 1993; Love 

1994; Moore 1993; Thibault, Slack and Hkkngs 1991; Watt 1992) have upon tiie 

beHefs and behaviours of sport administrators concerning professional management 

practices. In addition, although not weU supported, the source of funding for an 

organisation may have an effect on its appHcation of professional management 

practices (Hogg, 1987; Wittock, BoUaert, De Knop, Laporte and Van Meerbeck, 

1995). Table 2.15 summarises the factors affecting the use and adoption of 

professional management practices. 

Table 2.15 - Factors affecting the use and perception of professional 
management practices by sport administrators 

Factors affecting professional management 
practices 

REWARD SYSTEM - Remuneration of 
employees 

EDUCATION/TRAINING level of employees 

STRUCTURE (financial resources, size, 
complexity) 

SOURCE OF FUNDING -
(private/government) 

Advocates 

Auld (1993), CuskeUy (1994), H o ^ (1987), Kahn 
(1993), Love (1994), MiHs (1994), Moore (1993), 
Thibault, Slack & Hinings (1991), Watt (1992) 

H o ^ (1988), Moore (1993), Parkhouse (1981), 
Watt (1992). 

Ferguson (1995), Fnsby (1986), Mills (1994), 
Hogg (1987), Kukulis, Slack, Hinings, & 
Zimmerman (1989), Slack (1985), Slack & 
Hinings (1987) 

Hogg (1987), Wittock, BoUaert, De Knop, 
Laporte and Van Meerbeck, (1995) 

98 



2.4.7 Conclusion 

FoUowing a review of Hterature it remains difficult to precisely identify what 

constimtes professionaHsm and professional management practice, how it specifically 

appHes to the world of sport, and how it impacts upon the day to day practices of the 

sports administrator. In other words, whUe professional management practices in 

sport are seen as goals worth striving for, and are increasingly important as the 

'sports world' becomes more 'commercial', the practices that the contemporary 

sports administrator commonly employs are rarely identified or explained in any 

detaU. However, this is not to say that sport administrators have no views or beHefs 

on the matter. In short, sport-based research has not ventured into sufficient detaU 

to yield specific responses fiom the 'practitioner' about professional management 

practice. 

However, whUe there are no clear answers, the Hterature does point toward certain 

common practices and perceptions that shed some Hght on the issue. Five common 

practices were identified from the Hterature review as professional management 

practices. They were, ki order of prevalence: first, strategic planning; second, quaHty 

management; thkd, a contingency approach; fourth, financial planning; and finaUy, 

marketing practices. 

Strategic planning, quaHty management and die contingency approach were 

described earHer. Financial planning refers to tiie development of a formal system of 

goals and processes concerned witii pecuniary or monetary situation of an 

organisation. Marketing practices are tiiose related to tiie seUmg and merchandising 

of products and services offered by an organisation. Table 2.16 provides a summary 

of the sport-related view of professional management practices. 
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Table 2.16 - A sport related view of professional management practices 

Professional management practice 
STRATEGIC PLANNING 

QUALITY MANAGEMENT 

CONTINGENCY APPROACH 

FINANCIAL PLANNING 

MARKETING PRACTICES 

Proponents 
Love (1994), Maloy (1994), Moore (1993), 
VC t̂tock, BoUaert, De Knop, Laporte, & Van 
Meerbeck (1995) 

Bramvold (1993), Coutts (1995), Maloy (1994), 
Mawson (1993), Quick (1995), Van der Graff 
(1995), Watt (1992) 

Hanlon, Tait, & Rhodes (1994), Maloy (1994) 

Love (1994), McDermott (1992), Hogg (1988) 

Love (1994), McDermott (1992), Hogg (1988) 

2.4.8 Business - sport comparisons 

Professionalism 

The purpose of this section is to briefly distinguish the relative charactenstics of 

professionaHsm according to both the business and sport-related Hterature. There 

has been far more written under the banner of business Hterature, than in the 

relatively young field of sport management, however, even at a cursory glance, there 

are conspicuous commonalties between the two. For example, there are writers 

from both discipHnes that regard professionaHsm as comprising elements of 

competence, ethical behaviour, service, education, or style. This is highHghted m 

Table 2.17, foUowing, which iUustrates for comparative purposes tiie perceived 

components of professionaHsm in business and sport-related Hterature. 
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Table 2.17 - Common characteristics of professionalism in business and sport 

Component 
COMPETENCE/ 

KNOWLEDGE/ SKILL 

CONDUCT (ETHICAL 
BEHAVIOUR) 

(COMPETENCE) 
service/quality 

(COMPETENCE) 
qualifications / training/ 

education 

(CONDUCT) 
style/etiquette 

Proponents - BUSINESS 
Arkin (1992), Box (1993), 
Griffin (1993); Lindler (1994); 
Mautz (1988), Peterson & 
Nisenholz (1987); Romano 
(1994), Vacc & Loesch (1987); 
VanZandt (1990); Watson 
(1994); Weiss (1981) 

Blanchard, (1988); CaUahan, 
(1991); Codes of Professional 
Responsibility, (1991); 
Encyclopedia of Ethics, (1992); 
Goldman, (1980); Gorlin, 
(1986); Hansen, (1993); Jackson 
(1992); MitcheU, (1989); Mount, 
(1990); Morrill (1984); 
Pemberton, (1995); Press, 
(1994); Rich, (1984); Valasquez, 
(1991). 

Box (1993), Davis (1993), 
Mautz (1988), Patton (1994) 

Jackson (1992), Patton (1994) 

Hazard (1993), Lindler (1994), 
Patton (1994) 

Proponents - SPORT 
Horine (1991), Zeigler (1983) 

Horine (1991), Zanger & Parks 
(1990), Zeigler (1983) 

Zanger & Parks (1990) 

Zeigler (1983) 

Zanger & Parks (1990) 

Professional management practices 

Again, it is clear that there is far more Hterature concerning professional management 

practices in buskiess than there is in sport. This is not surprising in the light of the 

competitive context of business, and the traditional view that sport and business are 

not always closely connected. However, a number of superficial comparisons 

between the two bodies of Hterature can be drawn. For example, there were some 

shared practices, such as strategic planning, quaHty management and the use of a 

contingency approach, but there were also a number of practices which proved 

unique to each body of Hterature. The buskiess Hterature, for instance, associated the 

use of process analysis, culture development, employee involvement, training, 

performance measurement and suppHer partoerships with professional management 
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practice. On the other hand, the technique of financial planning and the use of 

marketing practices was unique to the sport-rekted perspective of professional 

management practices. Noteworthy is the fact that other management practices 

were explained ki both sets of Hterature, but were not overtiy associated with 

professional management practices. It would therefore be imprudent to assume that 

nothing more has been written concerning recommended management practices. 

Table 2.18, on the next page, compares the features of professional management 

practices as identified by business and sport-related Hterature. 
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Table 2.18 - Professional management practices: A comparison between 
business and sport literature 

Component 
FINANCIAL 
PLANNING 
MARKETING 

PROCESS 
ANALYSIS 

STRATEGIC 
PLANNING 

CULTURE 
DEVELOPMENT 

EMPLOYEE 
INVOLVEMENT 

INFRASTRUCTURE 
(TRAINING) 

PERFORMANCE 
MEASUREMENT 

SUPPLIER 
PARTNERSHIPS 
QUALITY 
MANAGEMENT 

CONTINGENCY 
APPROACH 

Proponents - BUSINESS 

American Quality Foundation - Ernst & Young (1992), 
Arthur Anderson Consulting (1996); Brown, (1995), 
Director Magazine (1994), Fodor (1992), Griffin, 
Gleason, Preiss, & Shavenaugh (1995), Gephart (1995), 
Helliwell (1992), Saratoga Institute (1993), United States 
General Accounting Office (1992), Walton/Deming 
(1989) 

American Quality Foundation - Ernst & Young (1992), 
Asian Business magazine (1995), Director Magazine 
(1994), Eilon (1992), Gephart (1995), Mclntyre (1995), 
Saratoga Institute (1993), Witte (1994) 

Asian Business magazine (1995), Blackmore & Donahue 
(1995), Collins (1995), Peters & Watemian (1982), 
Saratoga Institute (1993), Serpa & Viera (1993), United 
States General Accounting Office (1992) 
Bartel (1983); Bassi (1994); Director Magazine (1994), 
Gephart (1995), Griffin, Gleason, Preiss, & Shavenaugh 
(1995), Kravetz (1988); Kruse (1987); Lawler (1994); 
Macy and Izumi (1991); Mclntyre (1995); Osterman 
(1994); U.S. Dept. of Labor (1993); United States General 
Accounting Office (1992) 
Bartel (1983); Bassi (1994); Blackmore & Donahue 
(1995), Brown, (1995); Fodor (1992), Kravetz (1988); 
Kruse (1987); Lawler (1994); Macy and Izumi (1991); 
Osterman (1994); Saratoga Institute (1993); U.S. Dept. of 
Labor (1993); Witte (1994) 
American Productivity and Quality Centre, (1996), 
(1995); Anderson, (1996); Bartel (1983); Bassi (1994); 
Blackmore & Donahue (1995); Bolon, (1995); Camp 
(1994); Champy, (1995); Gannaway, (1996); Grace, 
(1996); Griffin, Gleason, Preiss, & Shavenaugh (1995); 
Kaemmerer, (1996); Kinni (1994); Kravetz (1988); Kmse 
(1987); Lawler (1994); Macy and Izumi (1991); Osterman 
(1994); Parker, (1995); Porter, (1996); Witte (1994); U.S. 
Dept. of Labor (1993); Woods, (1995); Zairi, (1996) 
American Quality Foundation - Ernst & Young (1992), 
Brown (1995), Director magazine (1994) 
American Quality Foundation - Ernst & Young, (1992); 
Blakemore, 1989; Bocka & Bocka, 1992; Crosby, 1984; 
Fox, 1991; Hammer, 1993; Hill, 1992; Imai, 1986; 
Ishikawa, 1982); Jablonski, 1992; Juran, 1989; Karpin 
Report; Martin, 1993; McConneU, 1986; Reichheld & 
Sasser, 1995; Schmidt, 1992; Senge, 1990; Tribus, 1988; 
United States General Accounting Office (1992); Walton 
1986). 

Eilon (1992), Peters & Waterman (1982); Straussmann 
(1995) 

Proponents - SPORT 
Love (1994), McDermott 
(1992), H o ^ (1988) 
Love (1994), McDermott 
(1992), H o ^ (1988) 

Love (1994), Maloy 
(1994), Moore (1993), 
Winock, Bollaert, De 
Knop, Laporte, & Van 
Meerbeck (1995) 

Zeigler (1983) 

Bramvold (1993), Coutts 
(1995), Maloy (1994), 
Mawson (1993), Quick 
(1995), Van der Graff 
(1995), Watt (1992) 

Hanlon, Tait, & Rhodes 
(1994), Maloy (1994) 
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CHAPTER 3: RESEARCH DESIGN & METHODOLOGY 

3.1 Introduction 

The purpose of this research is to explore the nature of professionaHsm and 

professional management practices, and to examine the extent to which they have 

impacted upon the beHefs and behaviours of Australian sport admiikstrators. A 

review of Hterature in business and sport, in combination with in-depth interviews of 

practising sport managers has been used to acquke primary data in order to address 

this issue. 
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3.2 Justification for the methodology 

3.2.1 Philosophical background to research 

QuaHtative methodologies cannot be fuUy appreciated without a sound understanding 

of the phUosophical paradigm that underpins them. Research methods have 

traditionaUy evolved fiom the scientific method which takes a fundamentaUy 

positivistic perspective toward research. Positivism holds that science or knowledge 

can only deal with observable entities known dkectiy to experience. The positivist 

subsequentiy aims to construct generic laws or theories which express relationships 

between entities (MinichieUo, Aroni, TkneweU, and Alexander 1995). QuaHtative 

research departs fiom the traditional positivistic base, having been bom out of the 

rejection of the natural science, or positivistic vision of knowledge accumulation, for 

the stody of humans in thek social Hfe settings (Sage 1989). The positivistic approach 

was viewed as excessively narrow and inflexible, and unable to capture the 

complexities of human behaviour and interaction. 

QuaHtative research can be defined as a systematic, empirical strategy for answering 

questions about people in a bounded social context (Locke 1989). Like most other 

methodological approaches, quaHtative research seeks to answer the question: What's 

going on here?' (Locke 1989). However, quaHtative research differs fiom 

conventional scientific enquiry in two major respects: first, the methods employed 

(how to do it), and second, the assumptions the researcher makes at the strategic level 

(how they view the world). 

In quaHtative research, significant attention is paid to the research assumptions, and 

the subjective views of respondents. This kiterpretive approach holds that people's 

individual and coUective thinking and action has a meaning which can be made 

kiteUigible (MkkchieUo 1995).* In other words, an interpretive approach seeks to 

explain the behaviours of people ki terms of the meaning it holds for them. 

Interpretive research retains the positivist assumption that the goal of research is to 

describe and explaki reaHty witiiout a value bias. However, unHke tiie positivistic 

approach, the interpretive viewpoint rejects the possibUity of creating generic laws 

(Bain 1989). As a result, this research focuses on the perceptions, opinions, beHefs 
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and practices of individuals, and the assigning of these views with an underpinning 

meaning. 

3.2.2 Qualitative research 

To summarise, thus far, quaHtative research is based on the theoretical and 

methodological principles of interpretive science (Sarantakos 1993). According to 

Sarantakos (1993), quaHtative analysis contains a minimum of quantitative 

measurement, standardisation and mathematical techniques. Moreover, he suggested 

that the process of quaHtative research brings together coUection and analysis of the 

data in such a way that the identification of data leads automaticaUy to its analysis, 

which in turn dkects the area in which data should be sought and identified in order 

to be analysed again. This ongoing process culminates in the development of new 

concepts and theories by relating the evidence to abstract concepts and theory 

generation. 

QuaHtative research can be distinguished from quantitative research methods by its 

fundamental approach to solving the research question. For example, quantitative 

methodologies generaUy separate the research object from its context, whereas 

quaHtative research assumes that the social world is a human creation, not a discovery 

(Denzin & Lincoln 1994; Sarantakos 1993). Thus, quaHtative or interpretive science 

attempts to capture reaHty as it is; as seen and experienced by the respondents. In 

addition, quaHtative research perceives the researcher and the researched as two equal 

components in the same sitoation, where each are viewed as hoHstic individuals 

rather than being reduced into thek constitoent parts. Reducing people into numbers 

and statistics impHcitiy causes a loss of perception of the subjective nature of human 

behaviour (Denzin & Lincoln 1994; HamUton 1994; Sarantakos 1993). Data 

coUected in quaHtative research is gathered verbaUy, producing descriptive data, 

presenting the respondent's views and experiences in thek own words. 

QuaHtative research attempts to capture people's meanings, defimtions and 

descriptions of events (Berg 1989). Strauss (1987), argued that a researcher's choice 
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of methodology is predominantiy determined by thek training influences. However, 

whUe the researcher's educational background is undoubtedly influential to some 

degree, as MinichieUo et al (1995) pointed out, this argument loses sight of the 

interrelationship between theory and method. The research problem lends itself to 

the use of specific methodologies. 

MinichieUo et al (1995), also highHghted the fact that the choice of method is affected 

by the assumptions the researcher makes about the world. In other words, tiie 

researcher wUl always to some extent be influenced by thek own world view, leading 

them to see what they want to see. Therefore, utUising a quaHtative methodology 

within an interpretative paradigm wUl affect the understanding of the research 

question. 

It is also necessary to acknowledge the fact that the majority of situations could be 

stodied, with equal justification, using a diverse range of methodological techniques 

(Schwandt, 1994). However, once the research question has been fiamed by tiie 

researcher, certain methodologies lend themselves toward its resolution (Vidich & 

Lyman, 1994). Again the research question becomes tainted by the process of being 

framed by the researcher. Nonetheless, the most appropriate methodology can best 

be determined by understanding the contextual and conceptoal basis of the 

researches' aims. 

3.2.3 Aims 

The general purpose of this stody is to explore die nature of professional 

management practice, and to assess its knpact upon the beHefs and behaviours of 

sports administrators in AustraHa. 

The specific aims of this stody are: 

(1) To identify the management systems which comprise professional 

management practice. 
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(2) To identify any factors that may affect sport administrators' beHefs or 

adoption of professional management practice. 

(3) To construct a typology of professional management practices used by 

AustraHan sports administrators. 

3.2.4 Justification of methodology based on aims 

The aims of this research are essentiaUy exploratory; that is to say the focus is on 

gaining an understanding of how sports administrators go about thek tasks, and the 

assumptions, values and meanings they have constructed around those tasks. In 

order to provide sufficient insight to meet these aims, a methodology was selected 

that aUowed depth and richness in the coUected data. It was decided that quantitative 

methodologies that employ questionnakes and scaled responses would not generate 

the 'hidden', 'deep' or elusive information that was anticipated as necessary to solve 

the research problem. Thus, a quaHtative methodology was employed that used in-

depth interviews as the data-gathering tool. 
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3.3 Unit of analysis 

3.3.11n-depth interviews 

The beHefs and behaviours of a sample of sports administrators has been examined 

through the use of in-depth interviews. Informants provided 'dense' descriptions of 

thek administrative experiences in sport and revealed how those experiences affected 

thek views and practices concerning the management of sport in general. This 

research has focused on those sports administrators who are involved in the day-to­

day operation of an organisation, are key decision-makers, and have roles of authority 

and responsibUity. For example, typical paid sports administrators fitting this 

definition included senior management, holding positions such as Chief-Executive, 

General Manager, and Executive Dkector. The unpaid equivalent included the 

President, Chakman or Secretary of the organisation, where they were actively 

involved in the organisation's daUy operation. 

3.3.2 Sampling procedure 

Theoretical sampling 

Theoretical sampHng was used to select appropriate interview subjects. Theoretical 

sampling hinges upon the selection of informants on the basis of the relevant 

categories, issues, themes, and concepts that emerge prior to and during data 

coUection (MinichieUo 1995). The object of theoretical sampHng is to uncover 

diversity. In other words, it seeks to faciHtate the identification of a fuU range of 

possibiHties that have proven to be theoreticaUy relevant to the research question 

(Strauss and Corbin 1990). The principles of the theory that is to be developed is the 

guiding basis for theoretical sampHng. Through analysis, the researcher is dkected to 

additional data, which must be coUected next in order to explore aspects of the 

working theory that have become important (Sarantakos 1993). Thus, by using 

theoretical sampHng, the data-coUection and data-analysis components of the 

research are conducted simultaneously, (Strauss 1991) with each piece of analysed 

data providing information as to where to look next for further data. 
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Two case-selection procedures have been utiHsed. Fkstiy, sampling categories were 

purposefully selected on the basis of thek prominence in the Hterature. The 

remaining cases were 'discovered' as data coUection proceeded. Thek relevance to 

the research question arose as the data was analysed. Thus, the decision to include 

additional cases has been justified by data as it was progressively coUected. This 

process hinged upon flexibiHty as the type of new cases were not predetermined. 

The Hterature review was used as a foundation to determine purposeful sampling 

categories. A review of Hterature indicated that three ckcumstances are strongly, and 

one potentiaUy Hnked to sports administrators' perceptions and adoption of 

professional management practices. They were first, the reward system in place 

(Auld 1993; CuskeUy 1994; ICahn 1993; Love 1994; Moore 1993; Thibault, Slack and 

Hinings 1991; Watt 1992), second, the administrator's education or trakiing level 

(Hogg 1988; Moore 1993; Parkhouse 1981; Watt 1992), tikrdly, tiie organisation's 

level of financial resources (Ferguson 1995; Frisby 1986; KikuHs, Slack, Hinings and 

Zknmerman 1989; MUls 1994; Slack and Flinings 1987), and finaUy, the source of 

funding (Hogg 1987; Wittock, Bollaert, De Knop, Laporte and Van Meerbeck, 1995). 

These factors were seen to be suggestive and indicative, rather than definitive, and 

therefore did not represent a conclusive explanation of the factors influencing 

management practices. On the other hand, these categories were demonstrably 

exposed by the Hterature in section 2.4.6 of Chapter two, and provided an avenue for 

exploration and analysis. The first three factors formed the basis for purposeful 

sampHng categories, the final, weakly linked category was discarded due to 

insufficient theoretical support. 

The first purposeful sampHng category was the reward system in place; that is to say, 

sports administrators may be paid or unpaid for thek services. The second was the 

education level the sports administrator has achieved; namely whether they are 

tertiary trained or not tertiary trained. The final sampling category was financial 

resources. This category was differentiated into two proxy components: 

organisations with a gross annual income of greater than one mUHon dollars and 

organisations with a gross annual income of less than one mUHon doUars. This 
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demarcation is simUar to that used by governing state and national organisations to 

help determine funding categories (Sport & Recreation Victoria 1997). 

These purposeful sampHng categories formed the starting point for the research. The 

sampHng framework was reviewed as data was coUected, and provided information 

reinforcing the vaHdity of the sampHng categories. WhUe data coUected substantiated 

the use of the purposeful sampHng categories, it also identified another element that, 

according to sport administrators, has an knpact upon the use of management 

practices in sporting orgamsations. This additional element was the organisation's 

source of income or funding (identified earHer as being loosely connected to 

professional management practices), and in particular, whether it is derived fiom 

pubHc (government) or private (generated by the orgaiksation) sources. Based on 

data accumulated during the initial eight interviews, this category was measured in 

terms of whether the organisation received a significant amount of thek funding from 

the government. Thus, organisations which received more than forty percent of thek 

income fiom the government were considered to be government dependent, whUe 

those receiving less than forty percent were seen to be 'self funded'. The forty 

percent threshold was derived fiom the first eight respondents, and represented an 

'average' of respondents' opinions. At the same time, this figure was seen as flexible, 

and although unnecessary, could have been altered at a further stage of the interview 

process ki response to additional views and opinions. 

It must be acknowledged that the sampHng categories do not perfectiy separate the 

sample kito even and equaUy diverse components. However, given that the purpose 

of the model was to estabHsh diversity, it was 'as accurate as it needed to be'. It 

should also be remembered that this sampling model does not pretend to be 

exhaustive or complete, and nor is k a perfectiy representative sample of tiie 

population of sport managers. 

WhUe aU respondents represented ki tiie sampHng model existed kktiafly m 

theoretical terms only, representatives from each category were located for mterview 

purposes. The original sampHng model appears in Table 3.1. 
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Table 3.1 Original Sampling Model 

Reward System for 
Staff 

Education Level of 
Staff 

Financial Resources of 
organisation -

$ millions 

PAID 

TERTIARY 
TRAINING 

>1 <1 

NON-
TERTIARY 

>1 <1 

UNPAID 

TERTIARY 
TRAINING 

>1 <1 

NON-
TERTIARY 

>1 <1 

Based on the original sampling categories, eight interviews were conducted. They 

were undertaken in the foUowing order, with respondents who represented the 

foUowing categories: 

1) PAID, TERTIARY TRAINED, employed in an organisation witii > 1 

MILLION DOLLARS IN GROSS ANNUAL INCOME. 

2) PAID, TERTIARY TRAINED, employed m an organisation witii < 1 

MILLION DOLLARS IN GROSS ANNUAL INCOME. 

3) PAID, N O T TERTIARY TRAINED, employed ki an organisation witii > 1 

MILLION DOLLARS IN GROSS ANNUAL INCOME. 

4) PAID, N O T TERTIARY TRAINED, employed m an organisation witii < 1 

MILLION DOLLARS IN GROSS ANNUAL INCOME. 

5) UNPAID, TERTIARY TRAINED, employed in an organisation witii > 1 

MILLION DOLLARS I N GROSS ANNUAL INCOME. 

6) UNPAID, TERTIARY TRAINED, employed ki an organisation widi < 1 

MILLION DOLLARS IN GROSS ANNUAL INCOME. 

7) UNPAID, N O T TERTIARY TRAINED, employed in an organisation witii > 

1 MILLION DOLLARS IN GROSS ANNUAL INCOME. 

8) UNPAID, N O T TERTIARY TRAINED, employed in an organisation witii < 

1 MILLION DOLLARS IN GROSS ANNUAL INCOME. 

Data obtakied fiom these eight initial interviews identified additional issues which 

were sufficient to justify tiie introduction of a fiuther sampHng category: significance 

of government financial contributions. The revised sampHng model appears ki Table 

3.2. 
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Table 3.2 - Revised Sampling Model 

Reward System for 
Staff 

Education Level of 
Staff 

Financial Resources 
$ miUions 

Significance of Government 
Funding (>40% is 

significant) -
Significant/Not Significant 

PAID 

TERTIARY 
TRAINING 

>1 

S N 
S 

<1 

S N 
S 

NON-
TERTIARY 

>1 

s N 

s 

<1 

s N 
S 

UNPAID 

TERTIARY 
TRAINING 

>1 

S N 
S 

<1 

S N 
S 

NON-
TERTLARY 

>1 

S N 
S 

<1 

s N 

s 

a b e d e f g h i j k l m n o p 

Based on the revised sampling model an additional eight interviews were conducted 

in order to fiU each category. Because the original eight were selected without prior 

knowledge of the importance of the final category, they were conducted with 

respondents from organisation's which were both significant and insignificant in 

regard to government funding. As a result, each of the eight initial categories were 

re-examined to determine whether they were with respondents who worked with 

organisations that were significant ki thek receipt of financial resources fiom the 

government. Once this was determined, negative cases for each of the eight initial 

interviews were located and interviews conducted. For example, in interview one, 

with a respondent representing tiie category, PAID, TERTIARY TRAINED, 

employed ki an organisation witii > 1 MILLION DOLLARS IN GROSS 

ANNUAL INCOME, they also represented an organisation which did not have a 

significant level of financial assistance fiom the government. Therefore, the first 

interview in the 'second round' was Avith a respondent representing the category, 

PAID, TERTIARY TRAINED, employed in an organisation witii > 1 MILLION 

DOLLARS IN GROSS ANNUAL INCOME and SIGNIFICANT TN THEIR 

DEGREE OF GOVERNMENT FUNDING. 

Based on the sampHng model, a minimum of sixteen interviews were conducted; one 

for each of the sampHng categories. However, the analytical induction metiiod 

continues until 'saturation' is reached. Strauss and Corbin (1991), specified tiiat 

theoretical saturation of the category occurs when no new or relevant data appears to 
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emerge regarding the category, and the relationships between categories are 

rigorously estabHshed. In this case, saturation was deemed not to have occurred for 

every category. Thus, second interviews were conducted in several categories untU 

saturation had occurred. An additional thirteen interviews were undertaken, totaUkig 

twenty-nine. In Table 3.2 above, each interview has been given a corresponding 

letter in order to simpHfy explanation. Thus, each individual interview category is 

marked (a-p). Table 3.3, foUowing provides the interview order. 
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Table 3.3 - Interview Order 

Interview order 
number 

1 
2 
3 
4 
5 
6 
7 
8 
9 
10 
11 
12 
13 
14 
15 
16 

17 
18 
19 
20 
21 
22 
23 
24 
25 
26 
27 
28 
29 

K] 
] 

L 
T 
IS 

< 

^ 

Negative case 
for 

b 
c 
e 

S 
I 
1 

m 
o 

REPEAT 

3Y 
? 
rp 
T 
[T 
•1 
:i 
3 

fS 

Corresponding letter/abbreviated 
categories 

b - P , T r , >1,NS 
c - P , T T , <1,S 
e - P, NT, >1, S 
g - P , N T , < l , S 
i - U P , T T , >1,S 
1 - UP, TT, <1, NS 
m - U P , N T , >1,S 
o - U P , N T , <1,S 
a - P, TT, >1, S 
d - P, TT, <1, NS 
f - P , N T , >1,NS 
h - P , N T , <1,NS 
j - U P , T r , >1,NS 
k - U P , T T , <1,S 
n - U P , N T , >1,NS 
p - UP, NT, <1, NS 

a - P , T T , >1,S 
b - P , T r , >1,NS 
d - P , T r , <1,NS 
c - P , T T , <1,S 
f - U P , N T , <1,S 

m - UP, NT, >1, S 
m - U P , N T , >1,S 
p - U P , N T , <1,NS 
f - P , N T , >1,NS 
h - P , N T , <1,NS 
e - P , N T , >1,S 
l - U P , T r , < l , N S 
g - P , N T , < l , S 

PAID 
UNPAID 

TERTIARY TRAINED 
NOT TERTIARY TRAINED 

GREATER THAN $1 MILLION 
LESS THAN $1 MILLION 

SIGNIFICANT GOVT. FINANCIAL 
CONTRIBUTION (>40%) 

NOT SIGNIFICANT GOVT. 
FINANCL\L CONTRIBUTION (<40%) 
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WhUe Table 3.3 provides the detaUs of interview order, k does not reflect the relative 

difficulty in finding respondents to fit each category. Certain categories were 

comparatively easy to fill, whUe others were virtuaUy impossible. For example, 

finding a paid, tertiary trained administrator, working in an organisation that turns 

over more than one mUHon doUars that is primarily derived from private sources, was 

simple. VirtoaUy aU professional clubs competing in national competitions, such as 

AFL footbaU, NBL basketbaU, and NSL soccer for example, had administrators that 

fitted this category. Similarly, unpaid, non-tertiary educated (volunteer) 

administrators, working in organisations that turn over less than one million dollars, 

existing only through government grants, were also easUy found. Many 

administrators from state sporting organisations fit this category. 

However, in contrast, finding unpaid, tertiary trained administrators, in organisations 

that turn over greater than one miUion doUars, primarily subsidised by the 

government, were exceedingly difficult to locate. This was particularly difficult as few 

Board Presidents wield operational power. One method of combating this problem 

was to ask respondents if they knew of people fitting this and other difficult 

categories. Invariably, they were able to provide several leads. WhUe at first glance, 

this may appear to be another slant the popular, but highly erratic and random 

sampling technique known as 'snowbaUing', it was not the case. AU potential 

respondents, irrespective of how they were located, had to conform to the sampling 

criteria, and be found within the designated population in order to be approached for 

an interview. 

3.3.3 Population 

The population from which tiie sample was selected mcluded: 1) national sporting 

organisations (approximately 130); 2) state sporting organisations (approxknately 

130); 3) sport clubs that participate in national league competitions (approximately 

100). 
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3.4 Instrument for data collection 

3.4.1 In-depth interviemng 

In-depth, unstmctured interviews were conducted with sport administrators. The 

purpose of these interviews was to explore the concept of professional management 

practice in a sporting context. The structure of tiiese interviews was unfixed, but 

UtiHsed information extracted from the Hterature review. 

3.4.2 Unstructured interviews 

An interview is a verbal exchange wherein the interviewer attempts to access the 

opinions or beHefs of the informant (Bums 1994). In structured ()T standardised 

interviews, every informant receives the same questions in the same sequence. This 

forces_ informants to respond only to the fixed question, and subsequentiy the 

information eHcited reflects the depth and insight of the questions previously 

estabHshed by the designer of the questioimake. There are several disadvantages to 

this method of interviewing., Fkstiy, the researcher has no flexibiHty to determine 

beHefs, feelings, attitodes and perceptions of the respondent beyond that which is 

answered by the pre-determined response categories. Secondly, in using a structured 

interview, the interviewer must become a neutral, standardised medium wherein 

questions are presented without bias or subjectivity. As a result, the method faUs to 

acknowledge the inherent 'humanness' of the interviewer. FinaUy, the detachment 

and impersonal approach requked can prevent trust and rapport fiom developing 

between the interviewer and the respondent (Bums 1994). 

Unstructured interviews dispense with formal interview schedules and ordering of 

questions, and rely substantiaUy on the interaction between interviewer and informant 

in order to gain information (MinichieUo, Aroni, TimeweU, and Alexander 1995). 

Unstructured interviews take the form of conversations between the interviewer and 

the respondent, and according to Bums (1994), they focus on the informant's 

perception of themselves, of thek envkonment and of thek experiences. No 

questions are pre-determined or standardised. The medium for information 

gathering is a free-flowing conversation, relying on the interaction between the 
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participants. The onus is on the interviewer to use thek interpersonal skUls to subtiy 

dkect the conversation (Fontana & Frey 1994). However, the interviewer attempts to 

aUow the respondent to control the conversation, asking questions to clarify issues, or 

highlight comments made tangentiaUy, only casuaUy and kidkectiy changing topics or 

subjects. 

Bums (1994), argued that there are many advantages to in-depth or open-ended 

interviews. One advantage is the greater degree of informaHty involved, leading to a 

stronger rapport. Secondly, the informant's perspective is more easUy expressed, 

rather than the perspective of the researcher being imposed. Thkdly, the informant 

has the opportonity to express themselves in language natural to them, instead of 

being forced to fit thek language within the context and concepts of the stody. 

FinaUy, the conversation medium of the in-depth or open-ended interview affords 

the informant equal statos to the researcher, thereby enhancing rapport and trust 

(Bums 1994, Fontana & Frey 1994). 

Bums (1994), May (1993), and MimchieUo et al (1995), aU caution tiiat unstructured, 

open-ended interviews should be used judiciously. There are several ckcumstances in 

which open-ended, unstructured interviews are appropriate: when the objective of 

the research is to obtain an individual's subjective experiences, reported in thek own 

language; when access to activities, or events cannot be dkectiy observed by the 

researcher; when more subjects are needed to be stodied than can be practicaUy 

achieved using participant observation; and when more than one individual is being 

interviewed at one time. 

In the case of this research, open-ended interviews were used because the sitoation 

reflected a number of the ckcumstances described above. For example, the object of 

this research was to obtain information unavaUable through observation techniques, 

where individual subjective experience, reported in thek own language was 

important. Further, more subjects were needed to be stodied than could have been 

achieved through participant observation. 
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Th^^iajor disadvantage of open-ended, unstmctured interviews is that the researcher 

is vulnerable to the interpretations and insights of tiie informant. As a result, the 

researcher may be drawn into the informant's world view. According to Bums 

(1994), this problem of vaHdity must be acknowledged as inconsequential if the 

informant's behaviour is congruent with thek perception of reaHty. However, the 

problem remains that the researcher is unable to view first hand the context ki which 

the informant's reported perceptions occur, not being able to observe the informant's 

behaviour. It would be pmdent to acknowledged that this is a limitation of the in-

depth interviewing research technique. 

3.4.3 Contact with respondents 

Once the respondents were identified, they were contacted by letter, outHning thek 

potential place in the research, foUowed by a telephone caU. AU interviews were 

conducted at the respondent's place of work. Once an interview was completed, the 

next interview respondent was selected using the analytical-induction method. 

3.4.4 Analytical-induction method 

Interviews were conducted based on the analytical induction method. The analytical 

induction method incorporates the foUowing processes: first, conduct first interview; 

second, record data; thkd, analyse data via recognising and coding dominant themes, 

issues, and concepts; fourth, return to the original question, and analyse it in Hght of 

the results from the first interview; fiftii, select a respondent who would likely have 

an alternative viewpoint; sixth, conduct interview; seventh, analyse interview and re-

analyse first interview in Hght of second interview; eighth, formulate, revise and 

extend proposition until original question becomes more focused; ninth, continue 

cycle, becoming more deductive; finaUy, develop proposition to the stage where no 

new information is forthcoming, and saturation is achieved (MinicheUo 1995). Chart 

3.1, on the next page iUustrates this process. 
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Chart 3.1 Analytical - Induction model 

^reparation 

Adapted from: MinichieUo, Victor., Aroni, Rosalie., TimeweU, Eric, and Alexander, Loris. (1995), In-depth inUrviewing: Principles, 

Uchniquts, analysis, Longman Australia, Melbourne 
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3.4.5 Recursive model of interviewing 

The recursive model of interviewing was employed. With the recursive technique, 

open-ended questions are asked, encouraging a broad range of information to be 

brought forth. Specific questions are subsequentiy asked to narrow the field of 

inquiry. Questions become more specific with each successive interview (MinichieUo 

1995). 
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3.5 Data analysis 

3.5.1 Interview transcription 

AU interviews were transcribed 'word for word' onto computer database for use in 

subsequent analysis. In total, approximately 750,000 words of data was transcribed. 

3.5.2 Coding 

AU interviews were audio-recorded, (as agreed by respondents), transcribed and 

subsequentiy coded. Coding is the method of data analysis and organisation, where 

according to MUes and Huberman (1994), analysis involves reviewing field-notes, 

transcribing or synthesising them, then dissecting them meankigfuUy, whUe keeping 

the relations between the parts intact. They specified that coding is the part of 

analysis wherein the researcher differentiates and combines the data retrieved, and 

reflects upon this information. MUes and Huberman (1994), defined the term 'codes' 

as tags or labels for assigning units of meaning to the descriptive or inferential 

information compUed during research. Polgar and Thomas (1991), take a sknUar 

view, and kidicated that coding is a process in which data obtakied from interviews is 

systematically organised and classified. Subsequentiy, these codes are attached to 

'chunks' of varying size; words, phrases, sentences, or whole paragraphs, connected 

or unconnected to a specific setting (MUes and Huberman, 1994). 

The transcript was at first broadly stodied to gain a general familiarity of the 

contents. During this process, dominant concepts, themes, and issues were noted to 

form categories, these categories becoming the codes with which the transcript was 

interpreted and meanings were developed. Thus, coding by using keywords is a tool 

of analysis used by researchers in order to categorise or classify the text (Sarantakos 

1993). During the coding process, keywords were appHed to sections of the text, 

which gave specific meanings to the text as weU as providing a label for the section. 

As MUes and Huberman (1984) acknowledged, these codes help to reduce and 

analyse data and dkect the researcher toward trends, themes, patterns, and causal 

processes. 
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3.5.3 Type of coding 

There are many types of coding. Coding may be used at different levels of analysis, 

ranging from the descriptive to the inferential, can occur at different times during 

analysis (usuaUy the descriptive first then the inferential), and can reduce data, 

combining it for easier analysis (MUes and Huberman 1994). 

WhUe MUes and Huberman (1994), recommended the development of some 

preliminary codes prior to data coUection, this research is founded upon a 

fundamentaUy 'grounded' phUosophy which holds that data should not be coded until 

it has been coUected, and its diversity and envkonmental context appreciated. 

Grounded theory was introduced by Glaser and Strauss (1967), and is so named 

because it emerges out of, is created through, and grounded on empirical data. The 

centre of its interest is not on coUecting volumes of data, but organising the variety of 

thoughts and experiences the researcher gathers during the analysis of data 

(Sarantakos 1993). With this approach to data analysis, the researcher is more open-

minded and context-sensitive, however, the objective remains to tease out theory 

based on the research gathered (Glaser and Strauss 1967). The coding process 

UtiHsed in this research was based on the inductive methodology described by Strauss 

and Corbki (1990; 1994). 

3.5.4 Coding procedure 

Coding was undertaken in three forms, as recommended by Strauss and Corbin 

(1994). They were: open coding, axial coding and selective coding. These three 

coding methods are not different, but sequential and interrelated. Each is buUt upon 

the previous. In this way, the lines between each type of coding are artificial (Strauss 

and Corbki, 1990). Thus, in a session of coding, it was possible to move between 

one form of coding and another. The reason for this, as Strauss and Corbin (1990) 

appreciated, is that during tiie final or selective stage of coding, there are always some 

concepts that remain undeveloped and ambiguous. At the same time, during the 

initial or open stage of coding, some concepts wUl naturaUy progress to the more 

developed stages achieved during selective coding. 
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open coding is the process of breaking down, examining, comparing, 

conceptoaHsing, and categorising data (Strauss and Corbin, 1990). Open coding was 

initiaUy used, and the interview transcripts were stodied and codes were assigned to 

every piece of information. Every sentence spoken by the respondents was classified 

into broad categories. Accordkig to Strauss and Corbin (1990), a category is a 

classification of concepts. Concepts are labels placed on discrete happenings, events, 

and other instances of phenomena. In this initial phase, the categories were broad 

and inclusive, rather than specific and selective. 

The purpose of this imtial coding stage was to reduce the data into a more condensed 

form, aUowing definitive and apparent categories to emerge. Once particular 

phenomena were identified in the data, concepts were grouped around them. This is 

done in order to reduce the volume of data. Thus, the codes broke the data into 

more manageable 'chunks', or preHminary concepts, ready for subsequent and more 

precise reduction when concepts were grouped into categories. Thus, the coding 

process moved in ascending order, combining and reducing data fiom the 'raw' 

interview transcripts, which when grouped according to simUar themes became 

concepts, which in turn when combined, became themes. Whenever concepts, 

categories or themes were appHed, they were given an abstract and broad conceptoal 

name. 

Open-coding was undertaken on three levels. Fkst, at the broadest level, an entire 

transcript was read and then the question asked: 'what are the general themes coming 

from this interview?'. Having answered this question, the document was then 

reviewed by paragraph. Again, the same question was asked: 'what are the general 

themes coming from this paragraph?'. FinaUy, at the most detaUed level, interview 

transcripts were analysed on a Hne-by-line basis. Here, the transcript was examined 

closely, looking at phrases and specific words. WhUe this method was tedious, it 

ensured that no categories or concepts were overlooked, which was particularly 

important because some categories provided evidence for the introduction of 

additional sampling categories. 
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The interview transcripts were physicaUy separated into the initial categories where aU 

data from particular categories were relocated. By the conclusion of the open coding 

process, the twenty-nine interview transcripts were transformed into four open codes. 

These open codes were re-located into separate computer dkectories and printed in 

order for the next stage of coding to be undertaken. The four open codes were 

termed: A) fundamental assumptions; B) elements of professionaHsm; C) 

envkonmental factors; and D) professional management practices. 

Axial coding was undertaken next. Using the initial codes, the axis of the key 

concepts were identified. In other words, deeper patterns, strategies, categories and 

concepts were identified from the initial codes and sub-categories/codes were 

developed. Further computer files were estabHshed for each of the new codes within 

the existing codes, creating sub-dkectories resembling famUy trees. From the first 

four open codes, sixteen sub-codes were created, which were subsequentiy printed. 

The sixteen sub-codes were: first, buskiess; second, professionaHsm; thkd, training; 

fourth, remuneration; fifth, responsibUities; sixth, responsibiHties; seventh, employees; 

eighth, government; ninth, resources; tenth, objectives; eleventh, events; twelfth, 

structure; thirteenth, management practices; fourteenth, marketing; fifteenth, quaHty; 

and finaUy, best practice. A conceptoal view of the open coding to the axial coding 

process is Ulustrated in Flowchart 3.2, on the next page. 
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Chart 3.2 - Open (Initial) codes into axial codes: 
A conceptual framework 

FUNDAMENTAL 
ASSUMPTIONS 

(A) 

1 
1 BUS 

BUS 

PRO 
TRA 
REM 
REP 
EMP 
GOV 

RES 
OBJ 
EVT 
STR 
MP 
MKG 
QAL 
BP 

ELEMENTS 
OF 

PROFESSIONALISM 
(B) 

TRA REM ; 

.w 
w PRO 

: ^ \ 
, REP / 

i 
1 

EMP 

W-
W; 

ENVIRONMENTAL 
FACTORS 

^ _ (C) 

Uovy 
T' 

i RES ."^Y^--,^ 

^ _ OBJ 

I EVT .A-"'' 

^ ^ 

STR 

-BUSINESS 
- PROFESSIONALISM 
-TRAINING 
- REMUNERATION 
- RESPONSIBILITIES 
- EMPLOYEES 
- GOVERNMENT 
- RESOURCES 
- OBJECTIVES 
- EVENTS 
- STRUCTURE 

PROFESSIONAL 
MANAGEMENT 
PRACTICES 

(D) 

VMKG; 

^ 
—• MP \ QAL ,' 

BP 
"—" 

- MANAGEMENT PRACTICES 
- MARKETING 
- QUALITY 
- BEST PRACTICE 

126 



FinaUy, selective coding was used to refine the existing codes and sub-codes. This 

form of coding was the most specific, and was geared towards generating precise 

themes, which formed the basis for the structure of Chapter four: Results and 

Discussion. Selective coding transformed the sixteen sub-codes into the section 

headings found in Chapter four. 

3.5.5 Example of codingprocess 

A rudimentary piece of coding has been provided as an example of how the coding 

process operated. This example demonstrates how one piece of information can 

'filter' through the three tiered coding process. 

Table 3.4, foUowing, is a one page excerpt from a single interview transcript. As can 

be seen from the right-hand column, several open codes were appHed to this page, 

including B) elements of professionaHsm, C) envkonmental factors, and D) 

professional management practices. 
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Table 3.4 - Excerpt from interview transcript 

AS: 

MR 

AS: 

MR: 

Mmm. We talked earlier a little bit about professional administrators, 
being professional This is one of the things I've been trying to work out 
because everyone talks about the need to be professional so what I'm 
trying to understand is what do you think a professional is'? 

Well the professional er, the professional nature really is being able to 
contribute effidently and effectively toward the sport. As I mentioned, we 
try to present any document that comes out of this office as being well 
prepared, well thought out There are a lot of development plans, 
submission papers to whoever be it. Government, he it sponsors, be it 
individuals in the sport that we seek to represent ourselves as an effident 
organisation that is well managed and knows what it's doing. That's 
part of professionalism. The fact that you get paid for a job and there is 
a degree of pride at stake in doing it. Urn, sports administration is 
passed as being very much an amateurish mismatch of individuals who, 
as I said, may have come from within the port, maybe rewarded with 
some position that gives them power but not really much responsibility or 
power but no idea how to use it. And sport will suffer jrom there and I 
think port's come a long way in the last ten years, but it could've gone a 
hell of a lot further had that sort of mentality existed, you know, 20 years 
prior. Having said that, I think it's fair to say that in business and 
commerce generally, the ideas of best practice of professionalism, of 
customer services and so on, have only recently been thumped out and 
bashed into administrators and managers and executives at all levels. 

Can you see it continuing 

I think it can. I think it's going to become second nature. It's second 
nature to us to present something in certain ways. It's second nature for 
us to jump and down if a photocopier is produdng little peckles of grey 
instead of being a perfect copy because that's which one you want to 
present. 

B 
C 
D 

B 

During open coding, the data contained in the above excerpt was relocated to 

become parts of sub-codes B, C and D. An excerpt from code B containing a 

paragraph from the original transcript is shown on the next page in Table 3.5. 
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Table 3.5 - Excerpt from open code B (elements of professionalism) 

WeU, I think there are a couple of aspects to it. One, in the position that I'm in, the ability to 
administer the port, to fulfil the roles that are set down by the sport that are direct and set by the 
port to a sport to go in. I'm paid for it, I'm paid quite well for it and um, it's a job where you put 
the hours in as much as it takes. It's not, you know, we do things in a professional sense. There is 
a great sense of need to present things well The computerisation in some of the office helps to present 
an image that comes across as an effident and well managed organisation and that's all part of the 
job. 

Um, well I think that's a matter of little things of returning phone calls and responding to requests 
for information, or whatever in a timely manner, through to effident planning and ability to you 
know, to see into the future, to have a vision of where the sport wants to go, to be able to work 
towards that using resources and er, to expand and to generate a sjffident regrowth within the sport 
to keep the sport vibrant and alive and that's all part of it, the job. 

But er, they're battling against a tradition of um, a point from within the sport, tend to he people 
who have put a lot of work over a period of time into a sport and are rewarded with positions within 
the sport. I think port has done that traditionally. I think only recently has it realised there are 
better people perhaps around and it's simply a fact that twenty years ago, even ten years ago when I 
was going to university, or eight years ago, there was no ports management courses that were readily 
available. Only a few institutions had them. They weren't really considered of particularly high 
quality, they were a bit of a mismatch, a hit of accounting and a bit of computers, a bit of law, a bit 
of economic theory and out you go. Now we're seeing a lot more specialised and from what I've seen 
of some of the yllahuses, some very effective and comprehensive courses. 

Well, the professional er, the professional nature really is being able to 
contribute efficiently and effectively toward the sport. As I mentioned, we try 
to present any document that comes out of this office as being well prepared, 
well thought out. There are a lot of development plans, submission papers to 
whoever be it. Government, be it sponsors, be it individuals in the sport that 
we seek to represent ourselves as an efficient organisation that is well managed 
and knows what it's doing. That's part of professionalism. The fact that you 
get paid for a job and there is a degree of pride at stake in doing it. Um, sports 
administration is passed as being very much an amateurish mismatch of 
individuals who, as I said, may have come from within the sport, maybe 
rewarded with some position that gives them power but not really much 
responsibility or power but no idea how to use it. And sport will suffer from 
there and I think sport's come a long way in the last ten years, but it could've 
gone a hell of a lot further had that sort of mentality existed, you know, 20 
years prior. 
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Sub-code B was divided into five further codes: 1) TRA; 2) REM; 3) PRO; 4) REP; 

and 5) EMP. During axial coding, several sentences contained in the highHghted 

section in Table 3.5 were moved fiom code B to code PRO. Table 3.6 below, shows 

these sentences within an excerpt from axial code PRO. 

Table 3.6 - Excerpt from axial code PRO 

• Professional nature really is being able to contribute efficiently and 
effectively toward the sport. 

• An efficient organisation that is well managed and knows what it's doing. 
That's part of professionalism. 

• Carry out things, jobs that you are involved in, in a manner which is a fakly high 
standard, because it can consist of standard. 

• The capacity to know and understand and do aU the things that managers have to 
do. And that's about you're planning, about you implementation, about reaching 
outcomes, doing aU the sorts of things that any manager anywhere would do. 

• Yeah, but to be a professional you've also got to know what happens at the sport 
down here. 

• WeU, I think it needs salaried staff for one thing. 

• It's being the best at the business that your in. 

The above excerpt from code PRO was finaUy relocated during selective coding to 

code COM (competence), which is incorporated into Chapter Four as a topic 

heading. WhUe the coding process formaUy involved three discrete stages, it varied 

according to the data itself For example, there were occasions during the second 

half of open coding, after the open codes had akeady been estabHshed, where axial 

codes were clearly emerging. In some cases, open coding was 'skipped' and the data 

transferred dkectiy to an axial code from the transcript. On the other hand, there 

were occasions such as after the code COM (competence) was developed that further 
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sub-categories became apparent. In such instances, coding was informaUy taken 

another step. For example, COM broke down into four additional themes: first, 

abUities; second, insight and vision; thkd, quaHfications and experience; and finaUy, 

exceUence. Thus, coding was a flexible process capable of compensating for different 

data. 

3.5.6 Typologising 

Interview results provided the data identifying the extent to which the beHefs and 

practices of sports administrators reflect an underlying concern for professional (best) 

management practice systems, and, also provided specific information concerning 

what those practices were. The final stage of the thesis involved the construction of 

typologies for professionaHsm and professional management practice in AustraHan 

sporting organisations. At the same time the results estabHshed the roles that 

remuneration, training, and funding had in explaining the differences in beHefs about 

professional management practice. 

According to MinichieUo et al (1995), typologising is a method that researchers 

commonly use to understand phenomena more completely by grouping ideas and 

then forming ideal types which conceptoaHse sitoations that have simUar or different 

characteristics. In other words, it is a method of making sense of complex or abstract 

ideas. Ideal types are so termed because they do not exist in reaHty, but instead are 

inteUectoal constructs which represent reaHty for the purpose of understanding 

reaHty. MinichieUo et al (1995), noted that ideal types do not generate knowledge. In 

fact they are a tool which helps researchers to ask particular questions and formulate 

useful propositions. Thus, the purpose of typology constmction was to clarify and 

summarize the enormous volume of data that was gathered. 
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3.6 Ethical considerations 

3.6.1 Subject Consent 

At the conclusion of the interviews, respondents completed a consent form 

indicating that thek responses would be used as part of the research data and that 

they and thek organisation would be protected by virtoe of confidentiaHty. 
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3.7 Summary of methodological procedure 

Chart 3.3 below summarises the methodological process. 

Chart 3.3 Sequences of methodological process 
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3.8 Limitations 

In any research it is necessary to acknowledge the Hmitations intrinsic to the system 

of data coUection and analysis used. As this research was quaHtative, there are a 

number of Hmitations associated with quaHtative research that must be discussed. 

Fkstiy, it is clear the great strength of quaHtative strategies is thek usefulness in 

uncovering depth of response. The corollary of this, is that quaHtative research is 

severely Hmited in its abUity to cover breadth. In other words, only smaU segments of 

the population can be used in the sample. Subsequentiy, quaHtative data does not 

lend itself to statistical manipulation. As a result, data obtained fiom quaHtative 

sources are subject to lengthy analysis and discussion, only rarely being statisticaUy 

representative in any way. In the case of this research, the data cannot be statisticaUy 

interpreted, and cannot be summarised simply and efficientiy in numerical form. 

Another consequence of this style of research is the relative importance of sample 

selection. As there are comparatively few respondents, they must be chosen 

appropriately, providing as much information into the research question as possible. 

Much of this difficulty is controUed with the proper use of a suitable sampling 

technique. As theoretical sampHng was used in this research, the limitations of that 

process must be recognised. Theoretical sampling hinges upon the original and 

discovered sampHng categories selected. If at first, they are chosen incorrectiy, they 

can be modified depending on the data obtained from the initial interviews. 

However, this process is demanding, requiring great care and analysis. UnHke 

quantitative research, data cannot be precisely 'crunched' in a computer. 
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3.9 Summary 

Chapter three: Research design & methodology aimed to explain the research process 

in detaU. Data was coUected using a quaHtative approach wherein twenty-nine 

unstructured, in-depth interviews were conducted with Australian sport 

administrators. These respondents were derived from a theoretical sampling 

procedure, focusing on four categories (three originaUy selected and one discovered). 

The interviews were transcribed and analysed using a common coding system, which 

reduced the information into themes, issues, and categories, which ultimately formed 

the basis of a number of tj^ologies. The typologies reflect ideal categories that help 

to explaki and interpret the enormous quantity of data obtained. Chapter four: 

Results and discussion, provides detaUs concerning the results of this research. 
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CHAPTER FOUR - RESULTS & DISCUSSION 

4.1 Overview 

To repeat, the general purpose of this research is to explore the Hterature, theory and 

nature of professional management practice, and to assess its impact upon the beHefs 

and behaviours of sport administrators in AustraHa. Twenty-nine senior managers 

were interviewed and thek responses to questions examined. In addressing these 

research questions, respondents provided beHefs and behavioural information that 

feU into one of four categories. These categories were, first, fundamental 

assumptions about the business nature of sport, second, the relationship between 

professionaHsm and sport, thkd, contextoal factors in sport administration, and 

finaUy, professional management practices in sport. This chapter has been 

segmented into these four categories. 

Category one, fundamental assumptions about the business nature of sport, detaUs 

the beHefs of respondents concerning the behavioural fiamework in which thek 

management practices are employed. Category two, professionaHsm and sport, 

examines respondents' views on the notion of professionaHsm, and its meaning and 

appHcation to thek management practices. Category three, contextoal factors, 

explores the external and organisational envkonment affecting respondents use of 

professional management practices, and category four, professional management 

practices in sport, explains the specific practices that respondents beHeve to be 

professional (within a sporting context). 
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4.2 Fundamental assumptions about the business nature of sport 

4.2.1 Introduction 

The purpose of this section is to identify and discuss the fundamental assumptions 

held by respondents concerning the framework within which they make decisions 

about the use of specific management practices. Each respondent had a particular 

frame of reference from which they viewed professional management practice. The 

most fundamental frame of reference affecting administrators' use of management 

practices was thek view on the nature of sport as a busmess. Respondents 

unambiguously argued that business practices and management practices for sporting 

organisations are intrinsicaUy connected, and largely inseparable. In the main, 

respondents' reported that sport is a business, although there was disagreement as to 

what form of business sport takes. Opinion was divided mto two 'camps': those 

who beHeve sport is a unique form of business, and should therefore be managed 

differentiy to other forms of business, and those who beHeve sport is generic 

business, and should be managed Hke any other type of business. In addition, there 

was a smaU minority of respondents who had a bet 'each way', and subscribed to a 

sitoational approach wherein certain sports can be managed as generic businesses 

whUst others need to be managed as unique businesses. These different viewpoints 

had a significant knpact upon the management practices of administrators, and are 

iUustrated in Chart 4.1, foUowing. 
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Chart 4.1 - Fundamental assumptions about the business natiure of sport 

FUNDAMENTAL 
ASSUMPTIONS ABOUT 

THE BUSINESS NATURE 
OF SPORT 

i 

SPORT AS A 
GENERIC 
BUSINESS 

SITUATIONAL 
APPROACH 

- SPORT 
CAN BE EITHER ' 

SPORT AS A 
UNIQUE 

BUSINESS 

4.2.2 Is sport a business? 

What is business? 

Managing sport as a buskiess is a central theme in this research. As the unpaid, 

tertiary trained president of a poorly resourced but financiaUy independent national 

sporting organisation aptiy commented, 'whether you Hke it or not, sport is a 

business'. It is therefore necessary to understand what the term 'business' means to 

each respondent. Five common dimensions were specified by twenty-six of the 

twenty-nine respondents. These were, first, a formal and estabHshed structure, 

second, possession of a legal identity, thkd, possession of a pre-defined purpose, 

fourth, involvement in commercial transactions, and finaUy, involvement in the 

provision of products and/or services to customers. Any organisation, group or 

body possessing these characteristics, be they pubHc or privately owned, and/or 

profit or non-profit seeking were classified as 'businesses' by respondents in this 

research. As far as respondents were concerned, a business can be defined as 

foUows: 
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Any formally structured or established, legally recogrused 
organisation possessing a definitive purpose, engaged in a 
transaction involving the provision or exchange of products 
and/or services. 
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The bottom line 

The central issue dominating sport administrators' perceptions of sport as a business 

is financial viabUity. This pivotal factor was responsible for the united view from aU 

respondents that sport is a business. There was an underpinning beHef that 

krespective of the amateur or professional statos of an incHvidual sport, there are 

inherent financial priorities that are inescapable, and that transcend organisational 

size and complexity. WhUe thek views on management practices in sport differ 

considerably, depending upon the quantity and source of resources avaUable to thek 

organisation, each has a financial 'bottom line' that cannot be compromised. Thus, 

sport was considered a business because, Hke aU businesses, it demands pecuniary 

awareness since its survival requkes financial viabiHty. The paid, tertiary trained 

general manager of a wealthy and resource independent national sport organisation 

summarised this viewpoint as foUows: 

You have to be realistic. There are hills to pay and you absolutely must be 
ruthless in dealing with situations as business and not out of what you would like 
to do. You must be practical in setting goals. No doubt about it, it has to be run 
as a business, and you have to reach those business goals. 

A concern with financial viabUity is the prerequisite for sport to quaUfy as a business. 

Budgets are set, and there is considerable pressure to ensure that income and 

expencHture forecasts are met. According to respondents, sport can be defined as a 

business not because of the services provided, the customers, the goals, or even the 

quantity of money involved, but because aU sporting orgamsations must preserve 

financial integrity. The paid, tertiary trained executive dkector of a smaU and 

resource dependent state sporting organisation made the foUowing comment: 

This IS a business. It's run as a business. We set our budgets each year and we 

set our projects each year, and I answer directly to the policy makers who are the 

board of directors. We set our projects that we 're going to head each year. We go 

through the budget each month and make sure we're on budget But it is a 

business. 
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Paid staff 

AUied to the idea of financial viabiHty is the responsibiHty which organisation's face 

for thek paid staff, both part-tkne and fuU-rime. Respondents Hnked this 

accountabUity for thek staffs' income with the constant financial demands that they 

deal with. Obviously, if an organisation faUs to maintain its economic viabUity, staff 

cannot be paid punctoaUy, and ultimately must be made redundant. The effect of an 

organisation's financial security on the Hves of paid employees was a factor which 

encouraged organisational leaders to view sport as a business, and since aU 

respondents held responsible positions, this fact weighed heavUy upon them. The 

paid but not tertiary trained managing dkector of a large but resource dependent 

state sporting organisation expressed this feeHng as foUows: 

You have to appredate where we're coming from. Sport is like ... it's more like a 
business. Employment reponsihilities are pretty onerous. We have a case now 
where we've got five sites where there are employees, all of them relying on us to 
make sure this organisation is paying them on time, and is going to he here 
tomorrow. It's not just the players that rely on us to kep the money coming in. 

The paid, non-tertiary trained executive dkector of a smaU but resource independent 

state Olympic sporting organisation explained thek primary concern: 

The number one responsibility is that you are employing paid staff, just like a 

small business. And just like a small business, if the business goes under so does 

(sic) the employees. 

Real sports 

WhUe aU of the twenty-nine respondents viewed sport as a business, a minority 

argued that only those sports which uphold an amateur ideal are 'real' sports. WhUe 

acknowledging that contemporary sport has a business dimension, three respondents 

observed that sports in which players earn money for thek efforts are not 'real' 

sports. The respondents who shared this opinion aU began thek administrative 

careers as volunteers, before obtakkng a paid position, and aU were working for 

sports that have traditionaUy been 'amateur' (involving unpaid eHte participants). 
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These respondents lamented the changes taking place in the sport mdustry, wherem 

'tme' amateurism no longer exists, but also appreciated that according to thek 

defimtions, thek own sports were no longer entirely 'real'. Two administrators, the 

first the unpaid and non-tertiary trained president and executive dkector of a 

resource poor and dependent national Olympic sporting organisation, and the 

second the paid and tertiary trained executive dkector of a financiaUy dependent and 

'troubled' state sporting organisation, expressed the sitoation as foUows: 

Yes, sport is a business, but there are two divisions of port. There are the fake 
sports like tennis, and AFL., which are propped up by media and promotion. A 
real sport is where an athlete trains and becomes profident in a sport, and they 
love it and do it because of the love for the sport. He wants success in performing 
at the highest level he can. 

Its not real sport if you are working at that port and receivingyour livelihood 
from the playing of it But sport does eventually become a business in the sense 
that it has to be run properly, and be profitable or at least finandally viable at the 
end of the day. 

4.2.3 Mana^ng sport as a unique business 

What makes sport unique 

There was a fundamental view that sport is a form of business. WhUe the results of 

this stody incHcated that it is often unclear what form it may take, fifteen or 

approximately half of respondents beHeved that sport should be managed as a 

unique business Repeat interviews may uncover other foundations for this coUective 

understanding, but when these fifteen respondents were examined, there were 

several demographic similarities. For example, thirteen, or ninety percent of 

respondents who subscribed to the notion that sport should be managed as a unique 

business held positions with organisations that command resources of less than one 

mUHon doUars in annual income, whUe eleven, or seventy-five percent obtained a 

sigmficant amount (over forty percent) of thek resources from government 

subsicksation. In other words, nearly aU the respondents who beHeved that sport 

should be managed as a unique business, represented 'resource-dependent' 

organisations. 
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The respondents who argued that sport must be managed as a unique form of 

business, identified five characteristics of sport which they beHeve are significantiy 

cHfferent from other forms of buskiess. These areas are: first, resources, second, 

objectives, thkd, volunteers, fourth, services and finaUy emotions. 

Resources 

AU of the fifteen respondents who viewed sport as a unique business commented 

that sport is cHfferent from other forms of business because its resources are limited 

and often extemaUy generated. For example, resources are fiequentiy obtained from 

the government via grants, and from commercial businesses in the form of 

sponsorships. It was also agreed by the fifteen respondents that not a single one of 

thek organisations would function adequately, or be capable of providing the same 

range and depth of services, without extemaUy generated income of some form; 

irrespective of whether the income comes in the form of sponsorship fiom 

corporate sources (as frequentiy in the case of national sporting organisations [NSO] 

and clubs competing in national sporting leagues), or from government grants 

(typicaUy given to NSO's and state sporting organisations [SSO]). Ten of the twenty-

nine respondents observed that whUe thek organisations would continue to function 

in the event that thek external income sources were lost, it would result in a decrease 

in services and performance. The remaining respondents were certain that such an 

eventoaUty would inexorably lead to thek organisations' demise. Indeed, three 

organisations were in that sitoation at the time of thek interviews, and aU were 

destined for closure or merger in the event that a government or sponsorship 

funding breakthrough was not forthcoming (one organisation was a NSO, one a 

SSO, and one a club in a national sporting league [the even cHstribution was purely 

coincidental]). Resource ckcumstances were a strong constitoent of the argument 

that sport should be managed as a unique business. In describing the role of the 

sport administrator, the paid and tertiary trained executive dkector of a poorly-

resourced and dependent low-profile national Olympic sporting organisation 

summarised the sitoation as foUows: 
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The sports administrator provides a highly effident linkage which the athlete 
themselves can't access, so they can compete at whatever level is necessary. 
However, there is one key component that makes sport a unique form of 
enterprise: there is no money mthout the sponsors - government or commerdal 
And when there's no money there's no sports administrator. No ports 
administrator providing the necessary infrastructure, no athlete. 

WhUe aU sporting organisations rely heavUy upon external sources of income, the 

origin of that income affected the management practices employed. The effect of 

resource acquisition and origin is ckscussed in detaU in sections 4.4 and 4.5. 

Objectives 

Strategic objectives such as increaskig participation, winning medals and 

competitions and developing junior ranks were regarded by some respondents as 

sufficientiy incongruent with both the generic corporate or commercial goals of 

profit making companies, and the altruistic goals of non-profit organisations. The 

traditional argument holds that in both pubHc and private profit-seeking businesses 

and in non-profit businesses, the organisational objectives are cHstinct: to make 

profits and to provide services, respectively. However, twelve, or eighty percent of 

respondents who argued that sport should be managed as a unique form of buskiess, 

claimed that in sporting organisations the objectives are more ambiguous and 

sometimes contracHctory. These objectives include winning or eHte performance and 

increasing participation rates on one hand, (in NSO's and SSO's) and ensuring 

financial security or outright profit-making on the other. Often this degenerated into 

a simple argument that can be coUoquiaUy encapsulated by the question, 'profits or 

premierships?' The imposition of financial obHgations has clouded this issue, leaving 

sporting organisations, many legaUy non-profit entities, contemplating how to 

acquke more money in order to deHver both thek grass-roots services and 

experience eHte victory. The paid but not tertiary trained general manager of a high 

profile, but under-resourced and dependent Olympic state sporting orgaiksation 

described the precHcament in uncompHcated terms: 

144 



You rvin medals and they (the members) critidse the grass-roots programs. 
You increase partidpation and they say we're not looking after the best players. 
You do both and they say, 'where's all the money gone'. You make a profit and 
declare a surplus and they say we're ripping them off, and we should lower our 

fees. What makes port so different is that it's almost impossible to please them 
in terms of a constant objective. And without a constant objective it's very difficult 
to manage an organisation with any continuity. The best you can do is go after 
very short-term goals, and then change them frequently, and try to keep everyone 
happy. 

In adcHtion, respondents from clubs competing in national leagues, such as the 

AustraHan FootbaU League (AFL) and the National BasketbaU League (NBL), 

suggested that it's dangerous for one or several teams to dominate a competition. 

They contrasted this with the clear objective of profit-driven businesses; to dominate 

the market. To them this added weight to the notion that sport must be managed as 

a unique business. The paid, non-tertiary trained chief executive officer of a wealthy 

national club made the foUowing observations: 

Mana^ng sport is in contrast to mana^ng business: the aim of business is to 
dominate your market share, so that you can sell more products. You're more 
successful and make more profits, and deliver more to your shareholders, and they 
take more interest because the shares go up. The company is worth more. On the 
other hand in port, it's no good for Collingwood and Carlton to be the only two 

football teams in the comp., because competition is the essence of sport. Therefore 
you must have other teams in the competition. They need to be equalised through 
drafts, salary caps, and other ways even through amateur port. It's no good one 
team winning the title twelve out of thirteen times. If that happens then people 

just walk away. 

Volunteers 

The thkd area raised by administrators related to the impact of volunteers m 

sporting organisations. Ten respondents pointed out that volunteers occupy 

positions at the top and bottom of the organisational hierarchy, with the professional 

(paid) administrators 'sandwiched' between the two. This position is of considerable 

concem for paid administrators, as they emphaticaUy stated tiiat thek organisations 

could not function without volunteers, and yet also complained that the volunteers 
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were a constant source of fmstration and wasted time. It is this kony that lends 

more authority to the viewpoint that sport must be managed as a unique business. 

The importance of volunteers in the day-to-day operation and running of events is 

unquestionable. However, it is the way volunteers contribute that causes anxiety to 

aU administrators, paid and unpaid, professional or volunteer. The difficulty is that 

volunteers are Hmited in thek time avaUabUity, and as a result, they cannot 

precHctably complete assigned responsibUities. Indeed, nearly sixty percent, or 

seventeen respondents complained that much of thek time was taken up with 

locating appropriate volunteers, motivating them to work to a formal schedule, and 

'pampering' to thek icHosyncratic whims. The paid, tertiary trained executive dkector 

of a high profile and successful but resource poor and dependent state Olympic 

sporting organisation expressed this opinion: 

The difference between true commerdal budness and sport? The organisational 
hierarchical structure is different In port it becomes almost a family situation. 
Everyone has to lead by example. You must be seen to understand what is 
happening at the grassroots level From a management practices perspective, in 
sport you have to motivate people to do jobs. They don't just fall in line because 

you are higher in the hierarchy than they are. Often you are dealing with 
volunteers. Sport has to be managed differently. So, how is sport unlike a 
business? I suppose its the volunteer aspect The fact that you can't run without 
huge numbers of people volunteering. So you have the elected Board of Directors 

for policy making and they all come from the volunteer side of it In this case it 
took me a long time to learn enough about (this sport) to get an overview of the 
sport's direction. I don't know how much that has to do with my abilities or lack 
of them. Or sport being complicated. But also the demands in sport are quite 
high. People expect things to he very competently done. If they're not at any level 
then there is a problem and it must be fixed yesterday. 

Thus, volunteers cannot simply be told what to do. An enormous amount of time 

must be invested in volunteers to ensure that thek morale is high, that they are 

avaUable to do the jobs needed, and that they complete them on schedule and at an 

appropriate quaHty. The volunteer precHcament is, of course, a dkect outcome of 

Hmited financial resources, and it is within this context that the foUowing comment 
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was made by the paid, not tertiary trained general manager of a .small but financiaUy 

independent national sporting organisation: 

On the other side of the coin, from the long term point of view, or even the short 
term, you must stay finandally in the black. You cannot maintain running at a 
loss. If you continually run at a loss, then you will inevitably go down the drain. 
Either as a club or an assodation, and you mil still be left with debts. It's a fine 
line It is a business where the greatest asset are the people. The players, coaches, 
administrators, athletes, supporters. Of them, 80-90% are volunteers. They are 
not paid. You can't direct them like you can direct employees. You can't say, 
'you will do this'. For one thing they may he your boss on the Board. 

Another cHfficulty highHghted by respondents, which added substance to the 

argument supporting the need to manage sport uniquely, involved the difficult 

transition business people encounter when they participate in the voluntary 

management of sport. This cHfficulty is grounded in the cHfferences between sport 

and buskiess described previously, and compounded because business people who 

undertake voluntary management in sport find that they cannot make changes as 

readUy as they can be made in the commercial sector. 

The social context in which volunteers operate also firustrates professional (paid) 

staff, and leads them to conclude that sport requkes a unique touch. This social 

context is evident in meetings where volunteers can only attend after normal 

buskiess hours, and subsequentiy approach them in leisure time. Many volunteers, 

no matter how serious, are involved in sport as a hobby. This requkes paid 

administrators to exercise great skUl in ensuring that they get after-hours meetings 

completed swiftiy and efficientiy. The unpaid, tertiary trained secretary, president 

and acting executive dkector of a small and dependent state sporting organisation, 

expressed the problem succinctiy: 

Parents and coaches. Then you have sub-committees that run events. They bring 
in a sodal aspect to it that is not budness and never will be. 
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Furthermore, as volunteers are pursuing thek hobbies, they aU have different reasons 

for participating, which can range from a deske to serve the community to a chronic 

need to have thek egos 'massaged'. As a result, they are particulariy difficult to co­

ordinate, as the foUowing comment from the paid, tertiary trained chief executive 

officer of an under-resourced national sporting organisation highlighted: 

Coordinating volunteers is difficult, because they require so much feedback and 
attention. They're all in it for a different reason. That's good because without it 
then we would have to pay. But meeting their reasons is sometimes difficult. 

Services 

Associated with the ambiguous objectives of sporting organisations, are the services 

they provide. Since many of the services provided by sporting organisations are 

neither paid for dkectiy, nor subsicHsed by thek customers, many organisations are 

left with continuaUy inequitable transactions. As a consequence, many respondents 

noted that this contributes to the need to manage sport as a separate identity fiom 

other types of organisations. For example, the paid, tertiary trained executive 

dkector of a smaU but independent state Olympic sporting organisation described 

how in her organisation, there is a considerable amount of work to do ki 'cHent 

service', but no reciprocal revenue in return. 

Another common point raised by respondents was that customers cannot be 

satisfied as easUy as they can in other markets. They are more cHfficult to 

accommodate because the issues that must be dealt with are inherentiy emotional. 

The foUowing statement fiom the unpaid, non-tertiary trained acting general 

manager of a smaU but comparatively wealthy national sporting organisation 

Ulustrates this point: 

So the players are the customers. You try to accommodate them as best you can 
knomng that over certain emotional areas; finals, eli^bility, suspensions all those 
sorts of things, that you are ultimately not going to solve or satisfy their complaint 
as you would in a retail markeplace Its never going to occur that way in port. 
That's one of the reasons port must be managed differently. 
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If I buy a bike I can take it back and get a refund or an exchange However, if 
a player comes to me and says my local assodation has banned me from playing^ 
there is nothing I can do about it, because they're an incorporated assodation, and 
I can't change their dedsions. I have to follow the due process. 

Emotion 

The final, and obvious area that makes sport a unique entity to manage, according to 

fifteen respondents, was the emotions associated with sport. Respondents observed 

that the greatest obstacle to overcome is the perception that participants have of 

themselves. They do not view themselves as customers, but as athletes or fans, and 

as such they have emotional and often irrational needs bound up with personal 

success and coUective identity. In adcHtion, there are no products to refund or 

replace, and the services provided are often intangible and cHfficult to measure. 

Sport was viewed as a unique business based on the emotions of people, with hopes, 

ckeams and goals. Customers of other businesses aren't so emotional. If they don't 

like the service they go elsewhere. Players can't do that, and supporters don't 

because they tend to be loyal. This emotional context of sport was captured by the 

comments of (an originaUy unpaid but now) paid, tertiary trained former 

development officer for AustraHa's largest national sporting league: 

I was told that (his sport) is a business, hut an emotional business. It's 
emotional because you're dealing with people, and a large amount of volunteers. 
They love their sport, whatever it might be. They have an emotional involvement 
Therefore, you cannot make hard-core or one-hundred percent economic rationalist 
budness dedsions, as you can if you were selling widgets or cans of coke. I think 
that the best example is the merger situation in clubs. They choose not to in 
general because of the emotions involved from the supporters. 

4.2.4 Manag.ng sport as a generic business 

A business view 

WhUe fifteen (approxknately half) of the respondents in this research subscribed to 

the view that sport should be managed as a unique business, the remaining fourteen 

steadfastiy maintained that sport should be managed in the same way as any other 

business. As witii the previous section, the respondents fitting this conceptoal 
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framework are bound by several demographic commonaHties. Those who 

maintained that sport should be managed as a generic business were typicaUy from 

larger, wealthier organisations who are less reliant on government funding. Thek 

perspective was grounded in six observations concerning the nature of the sport 

industry: first, the characteristics of the sport marketplace; second, the services 

deHvered; thkd, the corporatisation of volunteers; fourth, the trend toward 

commerciaHsm; fifth, the resulting need for business practices; and finaUy, the beHef 

that business practices are universal. 

Unique market 

According to respondents who argued that sport should be managed as a generic 

business, it is the sport marketplace that is unique, not the management practices 

requked to operate sporting enterprises. Moreover, aU marketplaces are cHfferent, 

both on the macro and micro scale. For example, the manufacturing sector is 

cHfferent fiom the service sector. In adcHtion, certain manufacturing industries cHffer, 

just as not aU service industries are identical. So, organisations making cars and those 

selling cars operate within clearly cHfferent parameters, whUe those selling cars and 

those selling cola share many similarities but stUl have thek unique features. The 

point is that there are both overt and elusive similarities and cHfferences between 

marketplaces, but aU share certain inescapable commercial characteristics which were 

identified in the definition of a business, described earHer. 

Subsequentiy, the fourteen 'sport as generic business' advocates reasoned that the 

unique features of the marketplace in question must be understood intricately in 

order to be successful in business; professional management practices do not change 

fiom one business to another. They are coUective practices tempered by cHfferent 

markets, not coUective markets tempered by cHfferent practices. In other words, 

every marketplace has unique demands, but the processes associated with 

professional management practices remain unchanged. This view is encapsulated in 

the foUowing statement from the paid, tertiary trained general manager of a resource 

independent national league club: 
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I came from a business background to sport administration. The only thing that's 
different is the situation. The context changes but the content of management 
never does. Put a manager in any style of business and they'll come up with the 
same practices. Businesses vary but business management stays the same 

Service business 

Sport is a business. A service orientated, client service business. We package 
sport in the same way that we package business. 

The above statement from the paid, non-tertiary trained general manager of a weU-

resourced and financiaUy independent state Olympic sporting organisation 

epitomises the generic business approach to service deHvery. This approach holds 

that sport is simply a service business. WhUe the market context may be cHfferent to 

other service industries, the processes associated with service deHvery and customer 

service are the same. Accordingly, a faUure to recognise sport as a service oriented 

buskiess wUl lead to inevitable cHfficulty, particularly if managers are fooled into 

beHeving that sport must be managed uniquely, instead of with a business 

orientation. The paid, tertiary trained chief executive officer of a resource 

independent national sporting league put it this way: 

There's no excuse for getting it wrong. It's a simple idea: they pay us and we 
provide them with a service. If you depart from the tried and tested prindples of 
budness management, you're not going to service your members effectively. 
Epedally if you fool yourself into believing that there are some 'secret' practices 
that can only be used in port. 

A departure from 'tried and tested' techniques can lead to compHcations, such as 

making unreaHstic promises, and deHvering unwanted services. The need for caution 

in this area was especiaUy vehement from administrators representing clubs in 

national competitions. An example from the unpaid, tertiary trained part owner of a 

successfiU and independentiy wealthy NBL club foUows: 
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Certainly many clubs around, particularly at the lower level make extravagant 
promises and fail to deliver due to lack of money. The result is they go under and 
fold. So it's a business just like any other form of budness, which some of these 
people seem to forget They expect something almost magical to happen that mil 
save them, as if they're dependent on the winningness of the team. 

A corporate view of volunteers 

Respondents incHcated that given the amount of money and the degree of 

responsibiHty, accountabUity and HabUity that volunteers have to endure in order to 

manage a state or national based association or club, then these volunteers deserve to 

be appropriately acknowledged as 'professional' people. Thus, sport volunteers 

ought to be viewed in exactiy the same way as a corporate board of dkectors. The 

paid, tertiary trained executive dkector of a large and financiaUy independent 

national sporting organisation expressed this view in the foUowkig comment: 

Our structure here is corporately based. We have a hoard of directors and we run 
a business. The business happens to be sport, and that sport happens to he a 
business partly because of the volunteers. 

Commerdal business 

In adcHtion to the provision of services in exchange for financial compensation, 

respondents pointed to the increased commerciaHsm in AustraHan sport. One of the 

results of this commerciaHsm is an increased importance placed on financial success. 

As a consequence, administrators are feeling added pressure to conform to 

commercial methods that produce profits. In contrast to those administrators who 

feel the need to manage sport as a unique enterprise, those supporting generic 

business management stress the importance of meeting financial expectations 

through the appHcation of business systems. The paid tertiary trained general 

manager of a financiaUy independent but 'troubled' national league basebaU club 

commented that sometimes the pubHc don't see that there's an entrepreneurial arm 

behind sport organisations. In fact everything done in sport should be done to some 
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degree Hke a commercial activity. There's no room to manage a sporting 

organisation as anything but a commercial business. 

Business practices 

Because of the fact that commerciaHsm has lead to pressure on sporting 

organisations to implement buskiess practices, the possibiHty that sport can be 

managed as a business is reinforced. Indeed, respondents fitting this world-view 

proposed that they manage thek respective sports as businesses; and with exceUent 

results. If it can be done, and done with success, then thek argument is that it 

should be done. The paid, tertiary trained executive dkector of a wealthy but 

resource dependent large national sport association summed up the buskiess practice 

phUosophy when she commented: 

No disrespect to my predecessor, but this organisation wasn't run as a business. 
It was done ad hoc, and we needed to put business practices in place. If you don't 
manage sport as a budness like any other serious business, then you can't compete. 
With the money generated to run the sport, you just have to get it right. If you're 
not using business practices, you jeopardise government grants, sponsorships, 
money coming in, and the whole thing about this place is that the outside dollars 
are the one's we want The members arepayingfor the port. My view is that 
managing sport is like mana^ng any business - and that's the value that I bring 
to this organisation. 

Business is business is business 

Sport is a business. It must be managed professionally, like any business that 
wants to succeed. The prindples are always the same If you have a small 
budness you have to have a product You have to sell it and pay for the product 
Out of the sales you have to pay for all the ongoing activities you 've got We have 
an office, we have staff, we have player uniforms. There's a lot of money to be out­
laid. We have to know that the income base is sound Secondly you must be sure 
that the expenditure will be covered by the income Business is business is 
business! 
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The above response from the unpaid, tertiary trained part owner of an ABL 

(AustraHan BasebaU League) club captures the precept that the principles of business 

are the same irrespective of what form business may take. According to this view, 

business is simply a transaction involving the deHvery of a product or service. Thus, 

sport is a business transaction. Furthermore, aU respondents pointed out that thek 

daUy work involves buskiess duties such as deaHng with sponsors at senior levels, 

negotiating with marketing firms, and liaising with the media. The duties of a sport 

administrator are essentiaUy the same as any administrator; there's a broad mix of 

activities that transcend the type of business involved. 

4.2.5 A situational approach 

The final underpinning assumption concerning the context ki which professional 

management practices are undertaken, takes the form of a sitoational approach to 

the management of sporting organisations as unique businesses. The few 

admiikstrators who supported this standpoint argued that some sporting 

organisations should be managed as unique businesses whUe others shouldn't, 

depending upon thek incHvidual sitoations. As this attitode was held by only three 

respondents (approximately ten percent), no demographic similarities are worth 

exploring since each were from a different section of the sample. 

The argument for the sitoational approach is flimsy, but consistent between each 

proponent. AU three advocates mentioned four factors that help determine whether 

an organisation should be managed as a unique form of business (none of the four 

factors were overlooked by either of the other two groups). These factors were: first, 

organisational objectives; second, resources; thkd, services; and finaUy customers. 

Objectives 

The first factor is based on the necessity for a 'true-business objective'. A tme 

business objective in this context is one where the chief aim of an organisation is to 

achieve a profit. Thus, organisations that pursue a profit should be managed as 
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generic businesses and those that do not, as unique businesses. Furthermore, if an 

organisation fits this 'profit' criteria, then they should be managed genericaUy, with 

buskiess practices. If they do not, then another set of practices are appropriate, that 

meet the unique requkements of sport. Intrinsic to this argument is the beHef that 

sport is unique only when it isn't profit-seeking. What is more perplexing is that 

managing sport as a generic business necessarily assumes that the goal is profit. 

Subsequentiy, the idea faUs down where sporting organisations are managed as 

generic businesses but expHcitiy ignore potential profit earning opportunities in 

favour of the pursuit of other objectives. The paid, non-tertiary trained executive 

dkector of a smaU and poorly-resourced state sporting association repHed as foUows 

when asked how this apparent incongruence can be explained: 

If an organisation doesn't manage mth the intention of achieving a profit, then 
they're not using a business approach. A business approach assumes that profits 
are the goal and management practices are accordingly employed. 

Resources 

The second factor refers to the resources an organisation possesses. An organisation 

can be managed as a generic business provided that thek resources are sufficient. A 

common statement by aU three respondents supporting this view, was that a large 

amount of resources are necessary in order to manage a sport as a generic busmess. 

The old cHche that money makes money seems to be the point here. However, this 

proposition has two major flaws. Fkstiy, at what pokit are resources adequate to be 

considered appropriate for business management?. Is there some invisible number 

that demarcates the transition from unique management to generic management? 

Secondly, the argument seems logicaUy inconsistent anyway. If an organisation is 

low on resources and attempts to achieve a profit, they would not be classified as a 

generic business. How does an organisation go from a smaU amount of resources to 

a large amount without managing themselves as a generic business? The answer was 

provided by the paid, tertiary trained executive dkector of a financiaUy mdependent 

high profile and weU-resourced state sporting organisation: 
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It's an evolving process. Sporting organisations can get money from the 
government or from ponsors, and can easily not manage themselves as a budness. 
We started as a kitchen table organisation and now are considered a budness. 

Services 

QuaHfying as a generic business is also affected by the services offered. This is the 

case when the majority of services are oriented toward a clear exchange for money. 

In other words, a sport quaUfies as a generic business when it provides its services in 

dkect compensation for payment. The corollary of this relationship is when a 

sporting organisation is paid through membership fees, and are expected to provide 

a blanket service that covers anything that may be needed by the member. Of 

course, this quaHfication raises more confusion as the majority of sporting 

organisations take the blanket service approach. There is a further compHcation in 

that many non-sporting businesses take this approach as weU. Furthermore, 

according to this rationale, the majority of sports must not be generic businesses; a 

predicament that has akeady been rejected by the same people. How can these 

cHsparities be explained? Two respondents' answers foUow, the former fiom the 

paid, tertiary trained executive dkector of large state national sporting association, 

and the latter from the paid, non-tertiary trained executive dkector of a smaU state 

sporting organisation: 

It's a confusing issue, and one that wastes a lot of time thinking about It's really 
a factor of whether the sport has well defined services that are compensated for by 
members payments, or whether the services aren 't costed out. In sport you provide 
all services that your members want Often they are not cost effident You spend 
ten dollars of your time dealing with a ten cent problem. That doesn't happen in 
a business. 

In our case if you take into account the ingredients of the services that we offer, 
then it may be over the top to say we are running a budness. We provide 
whatever services are necessary at the time Businesses can't afford to do that, and 
if you go to some porting organisations, you mil find that they're very ri^d in 
what services they provide, because they are trying to keep costs as low as possible 
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Customers 

The final element ki the 'sitoational' approach that can determine whether a sport 

should be managed as a generic business or a unique business, pertains to the 

customers of sporting organisations. Again, this is another area that is confusing. 

The most simple explanation involves the perception that the customers have of 

themselves. If they view themselves as athletes, then the sport is a unique business, 

but if they see themselves as customers, then the sport can be managed as a generic 

business. This is how the paid, non-tertiary trained executive dkector of a popular 

but financiaUy independent state sporting association explained it: 

/ had a vision that I saw this as a sport not a business. They treated thdr 
members as business units rather than as sports people, athletes. Like they were 
McDonalds' customers. Here is you 're service, now out you go and don't bother us 
if what you want isn't on the menu. The problem was that they weren't being 
treated as sportsmen, with respect. That's OK if the members see themselves as 
customers, like in McDonalds. But they don't, so it must he managed differently 
to normal budness. 

WhUe the sitoational approach has some intuitive appeal, it produces confusmg 

outcomes as the logic behind the arguments lack intemaUy consistent. Indeed, each 

of the four elements clearly quaHfy cHfferent organisations as requiring a generic 

business approach. Based on these cHscrepancies, and as the concept was advocated 

only by a smaU minority, it is likely that the sitoational approach to managing sport is 

uncommon. At the same time, it does constitote a useful framework for a few sports 

administrators. 

4.2.6 Other factors 

There are two adcHtional factors that separate the two predominant frames of 

reference discussed previously. They have been included here rather than earHer 

because whUe they were not part of the respective arguments, they were clearly 

common to each. In other words, respondents from the 'sport as business' camp 

possessed the same opinions on these issues, whUe those taking a 'sport as a umque 
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busmess' stance held opposing but common perspectives as weU. However, neither 

cHstinctiy used these particular factors to bolster thek arguments. They are simply 

'other factors' that help to cHstinguish the two phUosophies. The factors include the 

transferabUity of practices and sport's association with leisure. 

Transferable practices 

Each of the twenty-nine sport administrators interviewed argued that they could 

successfuUy make the transition from the management of one sport to the 

management of another sport. This was krespective of whether the move was to or 

from a state or national association or national league club. When asked if the skUls 

requked to be successful in one sporting organisation would apply to another, the 

answer was typicaUy a resounding and emphatic 'yes'. This was commonly 

accompanied (only in 'sport as generic business' supporters) by a warning that the 

administrator should not attempt to become an authority on the technical side of the 

sport. 

The caution against an attempt to gain technical expertise is conspicuous. The 'sport 

as generic business' proponents would point out that the technical side of sport can 

be equated with the technical side of any business, be it selling thumbtacks or 

making computer components. They would argue that the technical side of any 

business is largely irrelevant to the use of business practices. 

So, the proposition that practices are transferable between sports is agreed upon. 

However, this is the only mutoal ground, since the 'sport as unique business' group 

argued that sport administrators could not transfer to commercial business with great 

success. Nor could business people move to managing sport with great success. 

When asked further questions about this sitoation, they often quaHfied this 

pronunciation with the provision that if the managers are experienced and skUled 

then they wiU, in time, be successful in any organisation. The examples below, aU 

from the executive dkectors of smaU and resource poor and dependent sporting 

associations, iUustrate this point: 
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We could move to other sports administration work comfortably, yes. Movement 
between sports would be rektively painless. I don't know how the transition would 
work to or from budness - not very wed, I think. 

Yes, I could work in any sport. I've never played this sport. I believe that if 
you've got management skills, and you've just come from budness, you need to 
understand sport, and you will not necessarily succeed in sport management easily. 

As an example, we had eight of nine executive directors from budness who just 
didn 't know where to start. Maybe we need organisations that help sport find out 
how to network and find sponsorship, and re-negotiate. Where you go for 
sponsorship, and where do you go for government grants if there are any. What 
support systems are there for you, because those eight people from what I can 
gather didn't know where to start. 

In contrast, the 'sport as generic business' group see management as an activity that 

completely transcends the specific business involved. For example, the paid, tertiary 

trained general manager of a large and financiaUy independent state sports body 

made the foUowing comment: 

I don't see why sport should be isolated and said to be any different from any other 
system of management. I mean if you're manag.ng a dairy farm, you're still 
managing aren't you. The end result happens to he milk and cheese, but the 
manager's role would still be the same. First and foremost I think as a manager 
I could move from this port to any other sport or budness and apply the same set 
of prindples and practices to management of that organisation. 

Sport as leisure 

According to 'sport as unique business' supporters, the fact that sport can be a 

leisure activity makes it more cHfficult to manage. This is primarily because often the 

participants and spectators are spending thek cHscretionary income. In comparison, 

'sport as generic business' supporters do not consider that sport as leisure makes any 

cHfference to the management practices requked. 
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4.2.7 Concludon 

To summarise, whUe aU respondents agreed that sport is a form of business, there 

are two chief frames of reference from which that form is viewed. These are the 

fundamental assumptions that sport is a unique form of business and must be 

managed taking into account these unique factors, and the presumption that sport is 

a generic business and can be managed in the same way as any other business. 

There are several contrasting features that cHstinguish the two suppositions. 'Sport as 

unique business' adherents beHeve that sport's association with leisure and increased 

commerciaHsm make the management of sport cHfficult and special. In adcHtion, the 

emotions inherent in sport forces managers to avoid making rational decisions where 

they may cause player, member and volunteer cHssatisfaction or cHscomfort. 

Objectives are frequentiy divergent and there is a heavy reliance on extemaUy 

generated income, which is often kisufficient. This is ampHfied by the cHfficulty 

associated with managing volunteers. In summary, management practices are not 

transferable between sport and other forms of business. 

In contrast, the 'sport as generic business' camp viewed the leisure orientation of 

sport, the emotion, ambiguous objectives, and limited resources as irrelevant to the 

management practices of a sporting organisation. Furthermore, they take a 

corporate view of volunteers, insisting that they are Hke any other organisational 

employees. Instead of viewing sport as a unique form of business, they insist that 

sport is a cHent service business operating within a unique marketplace, utiHskig 

transferable management practices. A summary of these cHstinguishkig features 

appears in Table 4.1. 
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Table 4.1 - Business and sport: Distinguishing features 

Features 

Association with 
leisure 

Commercialism 

Emotion 

Market 

Objectives 

Resources 

Services 

Transferable 
practices 

Volunteers 

Sport as a unique 
business 
Makes managing sport 
more cHfficult 

Makes managing sport 
more cHfficult 

Can't make rational 
decisions 

Not mentioned 

Often contrasting & 
opposed 

Limited & largely 
external 

Inequitable for returns 

Not transferable 

Top & bottom of 
organisation. /cHfficult 
to co-orcHnate 

Sport as a generic 
business 
Irrelevant 

Has helped sport 
embrace buskiess 
practices 

Irrelevant 

Unique marketplace 

Irrelevant 

Irrelevant 

CHent service business 

Transferable 

Corporate view 

The assumptions underpinning sport administrator's use of management practices 

begs the obvious question of what effect do these two major approaches have on 

professional management practices in sport. The answers to these questions are 

resolved in this chapter, but first, it is necessary to appreciate some adcHtional factors 

that affect the use of professional management practice. They include the foUowing 

section which addresses administrators' perceptions of the notion of professionaHsm, 

as weU as the contextoal factors which knpact upon management beHefs and 

behaviours. 
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4.3 Professionalism and sport 

4.3.1 Introduction 

The word professional is often misused and misunderstood. TracHtionaUy it has 

been used in connection with occupational professions, or to contrast with the term 

amateur in order to describe situations where incHviduals are paid to perform an 

activity or pursue it to the exclusion of aU else. The confusion arises when the term 

is used in a contemporary sporting context where according to respondents in this 

research, sports foUowers in Australia are akeady famUiar with the 'professional' 

(paid, fuU-time) athlete and 'professional' (money generating) sports. In adcHtion, in 

this modem sporting context the term professional has been used to describe a 

system of management practices that encompasses the 'best' approach. 

The purpose of this section is to describe and analyse sport administrators' 

perceptions of professionaHsm in order to determine how thek views and beHefs on 

this issue may affect thek management practices. Clearly, if it is the objective to 

understand what professional management practices may include, then we must first 

cHscover what it means to be professional. 

WhUe the term professional was broacUy defined by respondents, they were specific 

about several issues: first, professionaHsm is a positive characteristic, second, it 

appHes not just to sport, but also to a range of commercial and cultural practices, and 

finaUy, it has attracted interest because there was a cHstinct need for it. 

ProfessionaHsm is no longer viewed as a proxy for remuneration statos and a fuU-

time work commitment. WhUe respondents held a cHverse range of opinions 

concerning the definition of the term 'professional', thek views can be summarised 

under two thematic banners; first, a conduct approach which focuses on appropriate 

behaviour, and second, a competence approach which focuses on proficiencies and 

abUity. Respondents rarely subscribed to an exclusively conduct or competence 

view, but thek responses were typicaUy grounded in either one approach or the 

other. Respondents also linked a 'professional approach' to management 

performance or orientation, in which emphasis was given to either a process focus, 

which involves a preoccupation with how practices are undertaken, and an outcomes 
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focus, which concentrates on the results of those practices. Dimensions of 

professionaHsm wUl be cHscussed first, foUowed by an analysis of management 

orientation. The dimensions of management orientation are Ulustrated below in 

Chart 4.2, as are the conduct and competence dimensions of professionaHsm. 

Chart 4.2 - Dimensions of management orientation and professionalism 

PROCESS 
FOCUS 1 

I 1 

CONDUCT 
APPROACH 

MANAGEMENT 
ORIENTATION 

i 

i 

' DIMENSIONS OF 
PROFESSIONALISM 

i OUTCOME 
FOCUS 

1 

1 

COMPETENCE 
APPROACH 
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4.3.2 General characteristics 

Several opinions about professionaHsm were universaUy expressed. The first was 

that professionaHsm is a positive attribute, actively sought by every respondent. It is 

puzzling how a single word can evoke such positive, yet cHffering reactions, but it is 

clearly a term that arouses powerful ideas. It was particularly perplexing that several 

administrators were unsure exactiy what professionaHsm meant to them, but 

maintained that whUe they, '...don't know exactiy what professionaHsm is', they, 

'want it anyway'. The significance of this positive association with professional 

management practices cannot be understated. According to respondents, anything 

'professional', was considered valuable. 

The second area of agreement related to the universal relevance of professionaHsm. 

ProfessionaHsm doesn't just apply to sport or business, but to aU occupations. As 

the paid and tertiary trained chief executive of a weU-resourced, but resource-

dependent national sporting organisation, governing one of AustraHa's most popular 

participant sports said, 'it appHes whether you work in amateur theatre or whether 

you seU cars'. Furthermore, the term is also frequentiy used in an ecumenistic sense, 

implying that professionaHsm is as much a world-view as a description of 

occupational proficiency. Thkteen, or nearly half of the respondents, mentioned 

that they appHed thek concept of professionaHsm to thek personal Hves as weU as 

thek occupational Hves. A common perception was that professionaHsm, 'is a way of 

doing something, it doesn't matter what'. 

Bolstered by this sweeping perception of professionaHsm, was the beHef that 

professionaHsm is needed in the management of sporting organisations. This is a 

cHrect consequence of an equaUy common beHef that there is a lack of 

professionaHsm ki AustraHan sporting organisations. According to respondents, this 

lack of professionaHsm explains tiie current preoccupation with the subject m 

management ckcles. 
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4.3.3 A scardty ofprofesdonalism 

Introduction 

Nearly aU respondents beHeved they could explain the underlying causes for the 

paucity of professionaHsm in Australian sporting organisations, which can be 

synthesised into three principle arguments. The first argument encapsulates the 

views of respondents who see sport as unique business. According to this view, 

there is a lack of professionaHsm in the management of sport because there are few 

sport administrators who understand the tme nature of sport. In contrast, 'sport as 

generic business' supporters beHeve that a lack of professionaHsm exists in the 

management of sport because there are few sport administrators who truly 

understand how to run a business. However, both agree that despite thek 

cHfferences, the tracHtional 'old-boy' network is a root cause of the dearth of 

professionaHsm. 

The 'sport as a unique business' view 

'Sport as unique business' respondents beHeve that there is a lack of professionaHsm 

in the management of sport because few sport administrators appreciate the unique 

nature of sport. According to these respondents, sporting organisations are 

attempting to become more professional, but only a smaU percentage are successful. 

This is partiy due to a reHance on untrained lower level volunteers, and because the 

governing boards or committees have Httie or no understanding of the unique 

necessities of sport management. They are often successful business people, but 

thek business acumen does not easUy transfer into sport management sagacity. This 

feeHng was captured by a comment from the paid but not tertiary trained executive 

dkector of a smaU state sporting association, who ventured to say that, 'there aren't 

many people managing sport who reaUy know what's going on'. Moreover, the 

sport management industry wUl never become truly professional in capabUity untU it 

becomes common knowledge what, 'makes sport so damn tricky to manage' (unpaid, 

non-tertiary trained executive dkector and president of a under-resourced and 

resource-dependent SSO). 
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The sport as a generic business view 

The 'sport as generic business' lobby asserted that the shortage of professionaHsm is 

caused by a lack of sport administrators who comprehend the nuances of running a 

business. This is a product of the parochial nature of the industry and the Hmited 

experience sport administrators have in the wider business community. 

When entering sport administration from the business world, there are several 

striking factors that affect the abUity of administrators to generate professionaHsm. 

One is that many people have been tracHtionaUy employed in sport because of thek 

interest and passion, rather than thek professionaHsm or quaHfications. They simply 

drift into sport rather than being dkected into sport via a career path, as in buskiess. 

The second factor is that there are insufficient financial rewards in the industry for 

incHvidual administrators. The best business managers are employed by 

organisations that pay a premium for thek services. Even the best paid AustraHan 

sport administrators compare poorly with thek buskiess counterparts. The paid, 

tertiary trained general manager of one of AustraHa's largest and independentiy 

wealthy national sporting associations observed: 

The best paid sport administrator in Australia would be the CEO of the AFIL 
At a guess, he'd have a package of a couple hundred grand. Compare that with 
the CEO of BHP or QANTAS, who 'd make between one and two million 
comfortably. In port administration, there's little incentive provided by the 

finandal compensation offered by organisations. Is it any wonder the best 
managers are in the commerdal sector? And when they do come into sport, is it 
any wonder that they are surprised at the lack of profesdonalism in many 
organisations? There aren't many oak panelled offices in sporting organisations. 

The 'old-hoy' network 

WhUe the previously described opinions concerning the shortage of professionaHsm 

have a different focus, there is one point of coUective agreement, that is, the 

traditional stmcture and function of sport doesn't lend itself to the development of 

professionaHsm. Both camps agreed that tracHtion has faUed to produce 

administrators that can manage sport effectively. Thus, aU admknstrators 
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interviewed reported that they had an ongoing battie with tracHtional practices. This 

is noteworthy as the sample included unpaid, volunteer administrators. Clearly, they 

too are frustrated by some 'classical' methods of managing sport. 

One cHfficulty faced by respondents is the coUoquiaUy named 'old-boy" network, 

wherein administrative positions are obtained as the result of poHtical manoeuvring. 

While the 'old-boy' network is not exclusive to sport, it was perceived by 

respondents as excessive in sport. TracHtionaUy, in this male-dominated network, 

administrative appointments have been made by weU-meaning but poHticaUy shrewd 

volunteers, who are more interested in furthering thek personal position than 

concentrating on the management practices they exercise, or the appropriateness of 

the employees they hke. The paid but non tertiary trained general manager of a 

national club commented that he looked at these people and just had to shake his 

head in cHsbeHef. Another unpaid but tertiary trained president of a small national 

sporting association said, 'I cannot beHeve that they are in a position of 

responsibility'. 

As a result of the, 'old-boy network', many positions of power are held by former 

champions of the sport, and whUe the respondents respected thek achievements, 

they saw them as incompetent, leading the paid, tertiary trained chief executive of an 

independent and powerful national sporting organisation to suggest that the old boy 

network may be the cause for the ultimate downfaU of sport in Australia. However, 

respondents also noted that these tracHtional practices and 'old-boy' dominance has 

been chaUenged recentiy by the appointment of 'professional' (paid, fuU-tkne, 

tertiary-trained) administrators from buskiess, and university trained sport 

management backgrounds. 

4.3.4 Professionals everywhere 

AU but one of the respondents viewed themselves as professional admknstrators, 

despite the fact that half of them were unpaid and not tertiary trained. These 

responses reflected a view that tiie term 'professional' is significantiy different from 
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the tracHtional sociological definition, and unrelated to tertiary education credentials. 

The respondent who claimed not to be a professional, cHd so on grounds of thek 

amateur, and unpaid statos, but stUl went to considerable trouble to explain that thek 

general cHsposition and practices were 'professional'. 

Clearly the acquisition of professional statos is prized, and the term 'professional 

sport administrator' goes beyond the occupational description on paid 

administrators' tax returns. ProfessionaHsm is a complex phenomena in its 

appHcation to sport administration in AustraHa. When asked if they were 

professional, respondents invariably repHed that they were, and that professionaHsm 

is related to what they do, how they do it, and the outcomes of thek choices. 

Responses sUch as, 'I am a professional looking after amateurs', were found in 

fourteen, or nearly half of the respondents, and centred around the unpaid, who 

were particularly anxious to associate thek administrative efforts with 

'professionaHsm'. At times, the vehemence with which respondents attempted to 

authenticate thek professionaHsm was inversely proportional to the size of thek 

organisation. The paid but not tertiary trained executive dkector of a dependent and 

poorly-resourced state sporting association reported: 

With everything that a small organisation does, it may all seem a bit Mickey 
Mouse. We're not a big fish. But that doesn't stop us from being any less 
profesdonal than the biggest organisations or clubs. 

FuU-time administrators fiom larger and wealthier organisations were less proactive 

in vaHdating thek professionaHsm, and impHcitiy assumed a 'professional' statos. 

However, some respondents became uncomfortable when cHscussing how thek 

interpretation of professionaHsm impacted upon thek choice of management 

practices. Ultimately however, the notions of remuneration and time commitment, 

played a smaU role in the quaHfication for a professional standing. 
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4.3.5 Remuneration (&" time commitments 

WhUe the modem view of professionaHsm transcends the tracHtionaUy estabHshed 

components of compensation for work and a considerable time commitment, it 

would be premature to cHsmiss remuneration and time as irrelevant to this stody. 

When asked to define professionaHsm, two respondents immediately mentioned 

money and time. After doing so, they subsequentiy cHscussed the concept in other 

terms (described ki detaU m the next section). On the other hand, the remaining 

respondents faUed to mention money and time untU questioned about thek place in a 

definition of professionaHsm. The archetj^al answer was that they, 'have a place but 

nowadays aren't reaUy that important'. Other respondents justified this type of 

comment with anecdotal evidence where someone they knew wasn't paid but was 

more 'professional' than someone else who was paid. It was therefore recognised 

that money and time have been superseded by contemporary notions of 

professionaHsm, and are of limited use. In other words, money and time may remain 

occupational measures, but are not behavioural measures. 

The results incHcate that defining professionaHsm is not an easy task for Australian 

sport administrators, and its features are assumed rather than expressed. No 

respondent had a precise unprompted definition, and twenty or two-thkds 

commented that it was a 'tricky' or 'cHfficult' concept to explam. As the unpaid/paid 

(respondent began as a volunteer and later secured a paid position), tertiary trained 

former development officer from AustraHa's largest and wealthiest sporting league 

observed, 'it's a bit like the word "electricity"; we know what it is, we know we need 

it, and we know it's a good thing, but most of us would have cHfficulty defining it in 

any meaningful way.' A cHscussion of professionaHsm is compHcated. When 

respondents defined it, they left themselves vuHierable to be measured by thek own 

definition. As a consequence, a handful of respondents were reluctant to materiaUse 

thek views. The unpaid, tertiary trained executive dkector of one of AustraHa's 

smaUest and most resource-dependent national sporting associations claimed that, 

'...professionaHsm is a hard word to define in sport' because 'it's fraught witii danger 

if you start to get hard and fast definitions for it, because some people wiU think it's 

one thkig, while others think it's something totaUy different'. Nonetheless, when 
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coaxed, aU respondents were able to provide detaUs of thek meaning of 

professionaHsm. 

4.3.6 A typology to understand professionalism 

Overview 

The results showed that there were as many definitions of professionaHsm as there 

were respondents in this research. However, after extensive coding and analysis of 

the responses, it became apparent that, despite incHvidual explanations and personal 

variations, there were two central approaches to the issue of professionaHsm. These 

were named the conduct approach and the competence approach. Both approaches 

are behaviouraUy grounded, but whereas the conduct approach holds 'appropriate' 

behaviour as its central theme, the competence approach maintains that the 

'aptitades' leading to behaviour are the pivotal factor ki professionaHsm. 

Of the twenty-nine respondents participating in this research, two and three 

administrators subscribed exclusively to the conduct approach and the competence 

approach, respectively. The remainder of the respondents included elements from 

both approaches in thek personal views, although not a single respondent gave equal 

weight to each approach. The 'average' administrator subscribed to a view that was 

fundamentaUy based in one approach, with the competence approach being more 

popular, with fifteen or approximately two-thkds of administrators advocating it. 

The conduct approach 

Introduction 

This approach to professionaHsm is associated with incHvidual and organisational 

conduct. Within this paracHgm, there are four closely aUied but cHscemible 

categories. They are: first, ethical behaviour; second, image; thkd, service; and 

finaUy, effort. 
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Ethical behaviour 

The first component of the conduct approach revolves around ethical behaviour. 

Respondents beHeved that professionaHsm must include a moral phUosophy that 

govems behaviour in a formal and systematised way, leaving no room for ambiguity 

or confusion. Thus, it was common for the administrators who mentioned this 

component of the conduct approach to describe the need for a guide to ethical 

behaviour which would contain the moral principles administrators must adhere to. 

When asked what precisely professional or ethical behaviour entaUs, the typical 

answers kicluded 'faimess, honesty, integrity, safety, authenticity', and, 'moral and 

legal propriety'. 

Image 

Image and perception were frequentiy revealed characteristics of professional 

conduct. Image refers to the symbols or perceptions that are associated with 

incHviduals and organisations that are representative of them, and are judged by 

others as positive or negative. In this case, a positive image is strongly associated 

with professionaHsm. 

At an incHvidual level, image was aUied with stereotyped physical charactenstics such 

as etiquette, style, personaHty attributes (extroversion and a tendency to be serious) 

and attke. Thus, physical cleanliness, nearness, confidence and clothing contribute 

to image. The paid but not tertiary trained chief executive of a national club 

suggested that important features include, '...short, neat hak (for men), a smUe and a 

suit...and people wUl think you "ooze" professionaHsm'. 

Respondents also reported that an organisation must present a positive image to 

enhance thek customers' perceptions of thek professionaHsm. This includes control 

of office decorum, as weU as the wider perceptions that cHents may hold about 

efficiency and effectiveness. It's easy to confuse this element of professionaHsm 

with the competence approach. However, there is a considerable difference between 

the perception of competence and actaal competence. Subsequentiy, organisations 
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want to present themselves as efficient and weU managed, despite the fact that it may 

not be a reaHty. The power of image was weU acknowledged by respondents, skice it 

can affect customer satisfaction and organisational culture. Culture is a potent 

determinant of an organisation's actoal capabiHties. In other words, if an 

organisation has a positive image as a cultural determinant, then employees are under 

strong pressure to meet that cultural perception. 

Image is also Hnked with presentation to everything and everyone the organisation 

deals with. Not only does that include members, but potential members. In fact 

anyone or any group who are, 'peripheraUy connected with the sport*. The paid, 

non-tertiary trained executive dkector of an independentiy-resourced state 

association that govems one of Victoria's most successful participant sports, 

summarised the issue in the foUowing comment: 

If the media contact you, you must talk to them, with exuberance about your sport 
and mth knowledge about your sport, and try to understand what they're trying to 
get out of you. You cannot afford to dismiss anyone Image is everything. 

Service 

The importance of providing a quaHty service is intrinsic to the defimtion of 

professionaHsm, and could probably be included in either the conduct approach or 

the competence approach. However, whUe it's a 'close caU', it has been included in 

this section because respondents emphasised the appropriateness aspect of service 

rather tiian the specific abUities requked. For example, it was stressed that 

professional service must be, 'tight, correct, and at aU times makitakkng kitegrity'. It 

includes the provision of what customers want, deHvered in a manner appropriate to 

thek needs. 

Often, respondents emphasised tiie 'Httie tilings', as tiie larger, more fundamental 

services were taken for granted. Accordkigly, what separates capable service fiom 

professional service is attention to detaU and tiie incorporation of the other 

components of appropriate conduct; ethical behaviour, image and effort (cHscussed 
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below). As a result, respondents focused on detaUs such as returning phone caUs, 

photocopier quaHty and responding to requests for information promptiy. 

Moreover, it was considered important to be seen to provide quaHty service, within 

the appropriate ethical parameters. These sentiments were captured by the 

observations of the paid, tertiary trained executive dkector of a wealthy but resource-

dependent national sporting organisation: 

Professionalism goes right down to answering the phone If you can't answer a 
question, then we have to call back in five minutes. We have to be seen to ̂ ve the 
people the best service, and this is a service industry. Someone walks away from 
this office happy, then the chances increase that they mil come hack again. 

Effort 

The final element of the conduct approach involves the appHcation of effort. 

Whenever conduct is appropriate it invariably requkes considerable effort. In other 

words, professionaHsm does not come easUy; it must be earned. The employment of 

suitably dkected effort is a prerequisite for professionaHsm. Under the banner of the 

term 'effort' comes, 'enthusiasm, decHcation, and passion'. 

Effort may find a place in the competence approach to professionaHsm as weU. 

There is Httie doubt that the employment of effort is an important constitoent of 

successful practice, irrespective of orientation. It was, however, included by 

respondents more as an afterthought than as an immediately striking feature of 

professionaHsm. It has been included in this section because there was a universaUy 

expressed beHef that consistentiy behaving with appropriate conduct requkes more 

effort than behaving with competence. The reasoning behind this enigma is that 

whUe acqukkig the abUities needed for competence is difficult, the exercise of 

competence is relatively straightforward, and in most cases easier in the long-term 

than incompetence. On the other hand, the continual deHvery of service through 

ethical behaviour was deemed more, 'troublesome, particularly with no overt 

benchmarks'. 
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The competence approach 

Introduction 

The other and more popular phUosophy of professionalism is termed the 

competence approach. Within this approach there are four separate but interrelated 

categories. They are; first, abUities, second insight and vision, thkd, quaHfications 

and experience, and finaUy, exceUence. 

Abilities 

Competence cannot be achieved without the possession of specific abUities. 

AbiHties refers to, 'anything that helps get the job done'. In this case admkkstrators 

described two forms of abUities aUied with professionaHsm. The first relates to 

practices and the second to skiUs. Practices wUl be overlooked in this section, as 

section 4.5 - Professional management practices deals exclusively with the issue. 

However, there were a number of skiUs that were considered to be components of 

professionaHsm. It should be emphasised that there are no standard Hsts of skUls 

that automaticaUy quaHfy as professional. The competence approach impHcitiy 

assumes that the skUls used are appropriate in the given ckcumstances. Thus, sport 

administrators caU upon different skiUs at different times, taking a contingency 

approach to the appHcation of thek abUities. 

Respondents cited voluminous quantities of skiUs that they considered intricate to 

the development and maintenance of professionaHsm. However, they aU can be 

summarised within four skUl processes. The first set of skiUs involves data 

acquisition. This includes any expertise related to finding information, such as 

networking, reading, researching, and aU forms of communication. The second set 

of skUls foUows on sequentiaUy, relating to the interpretation and analysis of the 

information gathered during the first process. This includes skUls such as 

independent and clear thinking, abiHty to comprehend large quantities of data, 

knowledge of the subject (the organisation or industry), abiHty to see hoHsticaUy, 

abiHty to think logicaUy, and the abiHty to reduce complex information into a simple 

form. The thkd process is based on the first two, entailing the skUls of decision-
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making. Included are the abUity to deal with pressure, 'think on your feet', and to 

make 'courageous decisions' (considered by aU respondents who mentioned it to be 

as much an acquked skiU as a character cHsposition). FkiaUy, the last set of .skills is 

concerned with the consequences of decisions. Comments made by the unpaid, 

tertiary trained president of a large national sporting orgaiksation emphasises this 

point: 

The other thing about profesdonalism is acknowledg.ngyour own level Knomng 
when you've reached your limit of profesdonal skills. Knowing when to say no. 
In sport, it also means accepting critidsm objectively and not taking it personally. 
Knowing when you've made a good dedsion and when you've made a stupid one, 
then doing something about it. 

This includes skUls such as critical, reflective and objective thinking, Hstening to 

employees, flexibiHty and pro-activity. 

Insight (& virion 

WhUe insight and vision can be placed within the previously described processes of 

professional skUls, they were so vehementiy advocated that they warrant a place of 

thek own. Insight is part of both the information gathering process outlined above, 

and Hke vision, is an extension of the second process of information analysis and 

interpretation. 

According to respondents' perceptions, insight is a special kind of abiHty that results 

ki an accurate understanding of the envkonment and its associated pitfaUs and 

opportunities. It includes able time management, an awareness of the poHtics of the 

sport, the needs of the people playing (or customers), an understanding of what is 

important and what isn't, a knowledge of the capacities and skiUs of employees and 

volunteers, and a degree of acumen and intelligence. In the words, of the paid, 

tertiary trained general manager of one of Victoria's largest and financiaUy 
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independent state sporting associations, '...you have to be reasonably astote; you 

can't be dumb and professional at the same time'. 

Vision is the appHcation of insight into the future. It comprises a view toward 

efficient planning, setting a dkection and the abUity to anticipate the needs of the 

organisation, its customers, and employees. 

Qualifications <& experience 

The competence approach holds that competent practice can never be obtained 

without appropriate training and experience. This section deals with training and 

experience, krespective of its substance; formal or informal, tertiary or non-tertiary. 

AU of the eighteen respondents who supported a competence approach to 

professionaHsm beHeved that ideaUy, sport administrators should possess some 

quaHfications in sport management or administration. However, aU specified that 

despite this ideal, quaHfications and/or training are not prerequisites for competence. 

Nonetheless a prerequisite is some method of knowledge and abiHty acquisition. 

The paid, tertiary trained executive dkector of a financiaUy 'stmggling' state sporting 

organisation noted the foUowing: 

Those who have come through the academic road are certainly aided in their 
profesdonal abilities. But there are also those who have grown up in the sport or 
in other areas that come through and have equally done well I can think of many 
of the people in other ports that I've grown up with in the sporting arena and 
gone into administration and done very well 

Given a choice between either a formaUy educated employee or an experienced one, 

ten out of the eighteen respondents preferred the formaUy educated appHcant. On 

the other hand, eight favoured experienced employees. Obviously a combination of 

the two represented a best-case scenario. Surprisingly, those who nominated 

education as the most important factor shared no common demographics, and 
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kicluded representatives from seven of the sixteen total sampling categories (b - P, 

TT, >1, NS; c - P, TT, <1, S; o - UP, NT, <1, S; 1 - UP, TT, <1, NS; a - P, TT, >1, 

S; h - P, NT, <1, NS; k - UP, TT, <1, S; p - UP, NT, <1, NS), witii none 

dominating, including the tertiary educated themselves. It was common for non-

tertiary educated respondents to voice thek approval for tertiary-traiikng. However, 

there were 'hard-core' advocates of the importance of experience, with some of them 

suggesting that thek own tertiary education cHd Httie to prepare them for the rigours 

of sport administration. They cautioned that the theory gained in university may not 

necessarily match the practice requked in managing sport. As the paid and tertiary 

trakied executive dkector of a smaU but financiaUy independent state sporting 

association pointed out, there is a danger that you can employ, 'someone who has 

gone through three years of university, who have worked on papers and assignments 

that may be complex, but they're aU on paper - they haven't been tested in the field'. 

In adcHtion, four respondents mentioned that they have been frequentiy chaUenged 

with problems that were not adckessed in thek textbooks. AU four were, however, 

graduates from a business degree (none of the administrators participating in this 

research were graduates from a sport management or administration program). This 

is not surprising as the respondents in this research were entrenched and experienced 

'decision-makers'. Sport management programs in AustraHa are too young to expect 

to have graduates in these positions yet. 

AustraHan sport is in transition concerning the relative importance of quaHfications. 

A 'metamorphosis' is occurring, wherein more and more quaHfied sport 

administrators are emerging fiom tertiary institotions and entering the sport industry. 

There is a perception that inevitably, a 'professional' in sport administration wUl 

possess a degree in the field. Moreover, these 'professionaUy' quaHfied 

administrators wiU be able to work in any type of sporting organisation, irrespective 

of thek personal sporting background. Indeed, as the unpaid, non-tertiary trakied 

executive dkector of a resource poor and dependent state sporting orgamsation 

lamented, they 'do not even have to Hke the sport at aU'. 
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Excellence 

ProfessionaHsm has also become a surrogate for exceUence. Seventeen of the 

eighteen respondents who focused on the competence approach explained that 

professionaHsm is dkectiy related to the pursuit of exceUence, which in turn is a 

function of commitment and enthusiasm. However, there was a clear cHstinction 

between those administrators who were fixated with the processes necessary for the 

management of exceUence, and those concerned with the outcomes arising from 

exceUence. However, in both cases respondents beHeved that 'exceUence 

professionaHsm' is relative; that is, what may be exceUence professionaHsm for one 

organisation may be taken for granted by another. WhUe the relative variabUity of 

the concept of exceUence would be worth further exploration, this stody has 

generated no dkect additional data on the issue. This may be viewed as a limitation. 

However, 'exceUence' is considered tangentiaUy in the performance measurement 

component of section 4.5 

4.3.7 Profesdonalism in sport 

Having examined the views and values of respondents about thek roles in managing 

sporting enterprises, thek perspectives on 'professionaHsm' and the cHfferent 

emphasis given to the conduct approach and the competence approaches, a 

definition can now be developed from a synthesis of the two. Thus, professionaHsm 

can be defined as foUows: 

Professionalism is the commitment to appropriate conduct and 
competence, wherein ethics, image, service and effort are 
paramoimt, and the combination of abihty, insight, vision, 
qualifications and experience culminate in the progressive 
realisation of excellence. 
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4.3.8 Management orientation 

Overview 

It was never the objective of this research to examine the management orientation of 

AustraHan sport admkkstrators. However, after taking a macro view of professional 

management practice, it was apparent that management orientation is closely related 

to respondent's views on professionaHsm and nature of sport as a business. To put it 

another way, professional conduct and competence was connected to management 

orientation, which in turn impacted upon professional management practice. 

Management orientation describes what incHviduals and organisations hold important 

and focus upon in thek administrative and management practices. Management 

orientation can therefore be divided into two major components: a process focus, 

which concentrates on 'means' or inputs, and an outcomes focus, which 

concentrates on 'ends' or outputs, although, as with the conduct and competence 

approaches the process and outcomes focuses are often combined, with one focus 

dominating. Fifteen of the twenty-nine, or just over fifty-five percent of respondents 

took a predominantiy outcomes focus, whUe the remainder took a process focus. 

None held an exclusive focus on one orientation or the other, but neither cHd they 

balance thek focus. If management orientation were to be represented as a 

continuum, with a process focus on one side and an outcomes focus on the other, 

then aU respondents woiUd be on one side or the other, thereby kicHcating a firm 

position. 

Process focus 

Process focused administrators are primarily concerned with the course of action 

that they had taken, and emphasised inputs rather than outputs. Inputs are the 

contributions made to the sporting enterprise, and kicHcate the amount of time 

worked, the amount of effort expended (a component of professionaHsm), the 

production quantity (related to professionaHsm via service) and employee trainkig 

and experience (another component of professionaHsm). Respondents with a 

process focus are concerned with action systems in place, and organisational 
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functions. Process oriented respondents typicaUy stated that they concentrate on the 

perpetoation and survival of thek organisation via the operation, production and 

deHvery of thek organisations' services. The foUovtdng statement from the paid, 

non-tertiary trained general manager of a resource poor and dependent sport 

association encapsulates the process focus: 

I constantly analyse the methods we use to deliver our services. You can always be 
morepredse, and more effident in anythingyou do. When I can improve a ystem 
in place by making it more direct and making it take fewer steps, then I know 
I've achieved something. I think it's extremely important to have formalised 
documents detailing all ways for doing everything. 

A preoccupation with processes has one cHstinct advantage and cHsadvantage; a 

process focus may maximise an organisation's productivity by enhancing its 

efficiency, but may faU to maximise effectiveness (quaHty) where the results of 

systematised processes are overlooked. 

Outcomes focus 

The outcomes focus contrasts with the process focus, and centres on outputs rather 

than inputs. Outputs are the results of the processes, and cover financial statos, eHte 

performance, participation rates and service quaHty. According to the paid, non-

tertiary trained chief executive of a successful national club, an outcomes 

management orientation is aU about, 'getting the job done'. WTiUe such a focus 

forces administrators to appreciate the effectiveness of thek services, an 

overemphasis on an outcomes focus can result in a cHslocation from the system that 

deHvers the outcomes. In this sense, administrators can become 'blind' to creative 

improvement in work patterns and practice and other process driven opportumties. 
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4.3.9 Typology of profesdonal management focus 

Introduction 

As previously explained, a professional approach can be viewed as a continuum with 

the conduct approach at one end and the competence approach at the other. 

SimUarly, management orientation can be represented by a continuum with the 

process focus and the outcomes focus at the respective extremities. WhUe 

professionaHsm and management orientation are inter-connected, it is not until both 

continuums are combined that thek impact upon professional management practice 

becomes clear. When connected as a typology of professional management 

orientation, it demonstrates how fundamental assumptions of sport as unique 

business and sport as generic business provide the foundation for the analysis of 

management practices in sport. 

When the professional focus dimension is combined with the management 

orientation dimension, four categories of professional management focus are created. 

They are, first, process/conduct orientation; second, process/competence 

orientation; thkd, outcomes/conduct orientation; finaUy, outcomes/competence 

orientation. Each category is detaUed after the typology of professional management 

orientation located ki Table 4.2 on the foUowing page. Every respondent holds an 

orientation that fits into the typology, although, it is cHfficult to determine precisely 

where each respondent fits in regard to this typology without further interviews. At 

the same time the typology neatiy cHfferentiates the variety of practices used by sport 

managers 'in the field'. 
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Table 4.2 - A typology of professional management 

PROFESSIONAL MANAGEMENT ORIENTATION 

CONDUCT FOCUS COMPETENCE FOCUS 

PROCESS FOCUS 

MANAGEMENT 
FOCUS 

OUTCOMES FOCUS 

C ^ | L M | 

/X 

/ 

(A) Process I conduct: the 'Sodal' orientation 

The first category (quackant A) combines process with conduct, and has been 

labeUed the 'Social' orientation. As mentioned previously, process focus is 

concerned with inputs, and the conduct approach with appropriate behaviour. The 

process/conduct orientation therefore focuses on deskable employee behaviour and 

the work systems in which they operate. In practical terms this translates into a 

preoccupation with non-economic, social factors, Hke inter-personal relations, 

leadership quaHties and the level of morale. Respondents who took a predominantiy 

Social orientation stressed the importance of systematicaUy improvkig the quaHty of 
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Hfe experienced on the job in order to make thek organisation a satisfying and 

rewarding place to work. This is achieved through a manipulation of the work 

processes in place. The unpaid but tertiary trained president of a 'battling' and 

resource dependent state sporting organisation described this orientation when he 

commented: 

We try to be very aware of the work processes and conditions our employees are -
faced with. If you want to improve the operations of an organisation, then you 
need to improve the performance of the employees. In order to do that you must 
make their working lives better - more satisfying. One of the things you must do 
is provide them with behavioural guidelines. Employees like to know what is 
expected and what isn 't. People like to know that their employer values moral 
behaviour, and that that's how they do budness. 

The underlying theory behind this orientation is that improving work processes 

results in the enhancement of employee's motivation, satisfaction and commitment; 

factors that should contribute to high levels of organisational performance. This 

process/conduct orientation is not new, and is simUar to the human relations theory 

proposed originaUy by Elton Mayo in the 1930's (Mayo, 1933). What is new, 

however, is that the professional approach and management orientation have been 

combined to reach this orientation. 

Perhaps the best way to appreciate the nuances of the process/conduct orientation is 

by looking at its strengths and weaknesses. The strength of the Social orientation is 

can produces happy, productive and ethical employees who can work with efficient 

service deHvery systems. However, these cheerful and moraUy balanced employees 

can be also incompetent, and stiU remain protected within a process focused system. 

Furthermore, the efforts designed to increase worker productivity may be ki vain if 

systems of performance evaluation, that focus on outcomes, are not in place to 

ensure that the effort is actaaUy achieving results. 
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(B) Process/competence: the 'developmental' orientation 

The process/competence, or 'developmental' orientation (quackant B) is simUar to 

the process/conduct orientation in that the methods and procedures associated with 

the operation of the organisation are important. However, unlike the previous 

model, what those operations are, rather than how they are undertaken, is significant. 

In this developmental orientation, operational efficiency is based on choosing the 

best system, rather than doing what is ethical, what looks best, what provides the 

best service or what requkes the least effort. 

Process/competence oriented respondents were interested in whatever it takes to 

achieve superior processes. Thus, the development of vision, abiHties and insight via 

training and experience are paramount. The great strength of this orientation is that 

processes tend to be weU constructed and more Hkely to achieve the desked 

outcomes. Furthermore, a competence focus tends to be more cost effective than a 

conduct focus. According to respondents, this is because it is cheaper to be 

competent than it is to be ethical! This is reflected in the facetious comments of the 

paid, tertiary trained executive dkector of a smaU but resource independent national 

sporting organisation: 

If you're incompetent you need to he honest - and honesty is expendve. But if 
you're prepared to set up the organisational processes right but cheaply then you 
must be extremely canny. We focus on developing our abilities in dealing with our 
operations. 

(C) Outcomes/conduct: the 'utilitarian'orientation 

According to the outcomes/conduct or 'utiHtanan' orientation, positive results are 

the important factor, but they must be achieved via appropriate behaviour. To 

recap, the outcomes focus is one that is concerned with results - the bottom Hne. 

However, admkkstrators who tended toward this style of management were 

unprepared to accompHsh thek objectives 'at any cost'. They would not, for 

example, exploit thek members or employees in order to increase earnings. Thus, 
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only ethicaUy obtained profits are acceptable, because although profits are necessary, 

so too are trust and honesty. 

The outcomes/conduct focus is identified as the utiHtanan orientation because 

administrators tending toward this mode typicaUy attempt to achieve the greatest 

results for the greatest number. In other words, aU resources are dkected toward 

programs and outcomes that are of broad appeal, within sociaUy responsible 

guidelines. This point is Ulustrated by the comments made by the paid, tertiary 

trakied general manager of a wealthy but resource dependent state sporting 

organisation: 

We are tunnel vidoned. We look at the results we've achieved, then set new 
objectives. The only way to prove that this is a successful organisation is to have 
figures - statistics that anyone can see and understand are representative of our 
performance As a profesdonal my job is to see that we improve those figures 
next year. And if I improve those figures then we mil deliver to the members 
what they want Equally, it's my job to ensure that we got those results the right 
way. 

The strength of the utiHtarian onentation is ks abiHty to achieve positive results for 

the majority of people. Furthermore, whUe die outcomes achieved are pivotal, 

appropriate, ethical or sociaUy valued conduct remains uncompromised. On the 

other hand, the strong output focus can be undermined by a lack of attention to 

process efficiency, and may subsequentiy lead to disappointing outputs in tiie long-

term. In addition, Hke aU conduct focused professional approaches, tiie 

competencies and skUls of staff may remain under-developed. 
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(D) Outcomes/competence: the 'rationalist' orientation 

The outcomes/competence or 'rationaHst' orientation assumes a 'whatever it takes' 

attitode to successful management. Thus, it focuses on the abUities, skUls and 

knowledge requked in order to reaHse an organisations' goals, where reaching 

objectives is achieved through a concentration on effective practices, irrespective of 

the means. In this sense, the cHche, 'the ends justify the means' is appropriate. The 

strongly rationaHst paid and tertiary teamed general manager of a wealthy and 

resource independent national sporting association, made the foUowing argument: 

Business is budness - it's never personal So if someone doesn't perform, then 
they're out. It might sound cold, but who suffers when there's no profesdonalism? 
Who suffers when someone's incompetent The customer. For every one idiot 
administrator, there's a hundred members who cop it with higher memberships 
and stuff. We're a business that's subject to the same laws of free-enterprise that 
all budnesses are. It's dog eat dog. The amateurs defend while the profesdonals 
attack. You have to fight for that sponsorship, you have to fight for the 
government grant Too many sports in this country think they're owed something 
and expect Coke or Reebok to ring them up and offer them money. You do what 
it takes, and if you can't, then you get the skills so you can. If you don't have the 
skills, then ...go home. 

Given that the rationaHst orientation is at the opposite end of the scale to the Social 

orientation, it is not surprising that it shares some commonalties with classic 

scientific management, introduced originaUy by Frederick Winslow Taylor more than 

eighty years ago. For example, Taylor advocated that employees should be weU 

trained for thek tasks, and that if motivated by increased remuneration, would 

increase output (Taylor, 1947). The obvious strength of the rationaHst approach is 

that it is aggressive and proactive. The rationaHst administrator is more Hkely to hit 

thek targets than any other group. However, thek long-term performance is more 

vulnerable, as employees and ultimately customers may feel aHenated if treated as 

second best to the 'bottom-Hne'. In adcHtion, eight respondents from the other 

categories cautioned that the 'whatever it takes' attitode, if taken to the Hmit wherein 

ethics are cHsregarded, may in the long-term prove counter-productive. For example, 

one strongly 'Social' respondent made the foUowing comment: 
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You can exploit you're employees or customers or both for a time, hut eventually, 
it catches up with you. 

4.3.10 The link with professional management practices 

Every sport administrator's professional management orientation can be found 

somewhere in the typology Ulustrated in Table 4.3. At times thek relative position 

wiU change to some degree, as a result of evolving views on professionaHsm and 

management, and due to sitoational factors, but essentiaUy, the evidence su^ests 

that thek orientation wUl remain consistent. 

However, there is no one best orientation, since every incHvidual, organisation and 

sitoation requkes a potentiaUy cHfferent approach. It is unlikely, though, that 

respondents exercise a contingency approach to professional management. As 

mentioned akeady, they are most Hkely to be grounded in one orientation, and 

handle the same sitoation cHfferentiy, even when aU other factors are equal. This is 

borne out in the myriad of leadership and management styles in the sport 

administration field. 

WhUe there is no one best orientation, it is likely there is a best general approach to 

professional management. The typology in Table 4.3 shows two concentric ckcles 

where the four categories converge. The darkest ckcle m the immediate centre 

kicHcates the 'ideal' environment for professional management practice. WhUe every 

respondent could be located somewhere within tiie typology, only one to two were 

located in the extremities. In otiier words, approxknately twenty-five respondents 

most probably fit somewhere near the central position. Moreover, within tiiek 

professional approach, there were more competence advocates than conduct, but an 

approximately equal cHvision between process and outcomes proponents. 

A balanced approach therefore, provides a stable envkonment for professional 

management practice. The furtiier tiie admkkstrator's orientation goes out fiom die 

centre of the dark ckcle ki Table 4.3, tiie greater the imbalance of tiiek practices. 

The second, Hghter ckcle, demarcates the boundaries between an imbalanced 
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orientation and an extreme one. The remaining white background represents the 

extremities of professional management orientation. 

FkiaUy, professional management orientation is related to the fundamental 

assumptions about the nature of sport as a business outikied in section 4.2. In Table 

4.3, the diagonal Hne that spHts the typology from the bottom left to the top right 

comer provides a general guide to where these assumptions fit in. The lower side of 

the typology, containing quackants D, and half of C and B represent the 'sport as 

generic business' likely position. The upper side of the matrix, containing quackants 

A, and half of B and C represents the position of the 'sport as unique business'. In 

simple terms, a 'sport as generic business' advocate is more likely to be a rationaHst, 

and a 'sport as unique business' proponent is more Hkely to adopt a Social 

orientation. Respondents' fundamental assumptions were apparent when the 

interview transcripts were reviewed and the professional management orientation of 

each respondent were traced. Because each respondent leaned toward one side of 

the two possible continuums of professionaHsm and management, thek orientation 

could be aHgned with the two fundamental assumptions. WhUe this method was not 

able to determine the precise locations of each respondent on the typology, it 

highHghted the fact that the 'sport as generic business' camp were more 'rationaHstic' 

whUe the 'sport as unique business' group were more 'Social'. This observation is 

confirmed by the practices employed by each of the two 'fimdamental assumption' 

groups. For example, the practice of process analysis is employed more by 'sport as 

unique business' advocates, whUe performance measurement was almost the 

exclusive domain of 'sport as generic business' supporters (this relationship is 

explored in greater depth in section 4.4). 
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4.3.11 Conclusion 

The purpose of this section was to determine administrators' views and beHefs on 

professionaHsm, and to examine how these perceptions affect thek management 

practices. It was found that professional approach of administrators was related with 

thek management focus, thus forming a typology, labeUed professional management 

orientation. 

The stronger the RationaHst orientation, the greater the administrators' use of 

outcomes focused practices, such as performance measurement. The stronger the 

Social orientation, the greater the administrators' use of process focused practices, 

such as process analysis. In adcHtion, the fundamental assumptions about the nature 

of sport as a business, examined in section 4.2 have a close association with 

professional management orientation. The 'sport as generic business' group tend 

toward RationaHsm, whUe the 'sport as unique business' group tend toward the 

Social orientation. 

FinaUy, this section demonstrates that respondents' fundamental assumptions about 

the business nature of sport and thek professional management orientation combine 

to influence thek professional management practices. The fuU extent of this 

relationship cannot be fuUy understood untU contextoal factors are discussed, and 

the final piece of the management practice puzzle examined. 
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4.4 Contextual factors 

4.4.1 Overview 

The previous two sections have explored the impact and meaning of administrators' 

fundamental assumptions and views on professional approach and management 

focus. The purpose of this section is to provide an insight into what has been 

termed the 'organisational context' in which administrator's operate. Results incHcate 

that organisational factors influence administrators' perceptions and appHcations of 

professional management practice. Therefore, unlike the previous two sections, this 

section deals with organisational factors rather that incHvidual ones. WhUe, sections 

4.2 and 4.3 examined beHefs that were internal and personal to respondents, this 

section investigates organisational aspects that affect administrators' behaviours and 

beHefs. 

WhUe this seems to be a straightforward exercise, and although neatiy separating 

factors that influence professional management practices into incHvidual and 

envkonmental categories is convenient, it can also be misleading. For example, there 

is no way, short of further research, to measure the degree to which organisational 

factors affect incHvidual perceptions, in contrast to the degree to which incHvidual 

perceptions affect organisational concHtions. Furthermore, it is cHfficult to estabHsh 

how one administrator might function in an envkonment that has tracHtionaUy 

employed an administrator with cHfferent perceptions and practices. Therefore, 

despite the 'neat' stmcture of this chapter, the factors kifluencing professional 

management practices are Hke pieces of a puzzle, and must be viewed together in 

order to appreciate the whole picture. 

Although it is cHfficult to quaHfy the relative influence of envkonmental factors on 

the behaviours of specific administrators, it was clear fiom this research that 

organisations with certain characteristics typicaUy employ precHctable practices. 

Thus, by analysing respondents' perceptions and comparing them with thek 

respective organisations, it was possible to construct a typology linking respondent 

views and beHefs to organisational types. This typology categorises sporting 

organisations according to thek organisational and industry dkections. They may 
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possess a predominantiy internal or external organisational dkection, or an internal 

or external industry dkection. Each of these 'dkections' is examined in the foUowing 

section, and are iUustrated in Chart 4.3 

Chart 4.3 - Dimensions of organisational and industry direction 
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4.4.2 Internal/ external organisational and industry direction 

Introduction 

Respondents described thek respective organisations in great detaU (in general they 

cHd not distinguish between or separate tiiek own practices from those of the 

organisation which employed them). After analysing each organisation, it was 

evident that there were two elements that summarised any organisation's dominant 

paracHgms. They were first, organisational dkection and second, (sport) industry 

dkection. Organisational dkection refers to whether the organisation's focus is 

inside or outside of thek own ckcumstances. In contrast, industry dkection pertains 

to whether the organisation is concerned exclusively with the industry they are 

involved in, or whether they look to other organisations outside the sport industry 

for guidance. 

In the same way that professional management orientation, cHscussed in the previous 

section, can be expressed in a continuum, so can organisational and industry 

dkection, with internal and external focus being the extremities. Again an 

organisation (or administrator) rarely holds a view exclusively at one extreme or the 

other. Instead, organisations tend to be principaUy centred in either the internal or 

external focus of both continuums. 

4.4.3 Organisational direction 

Internal organisational direction 

Organisations possessing an internal organisational dkection are typicaUy smaU and 

parochial. Thek focus is intra-organisational; they are exclusively concerned with 

thek own sitoation, and have Httie or no interest in the affaks, conduct or practices 

of other sport organisations. The unpaid, non-tertiary trained president of a smaU 

and resource-dependent state sporting association, expressed this perspective in the 

foUowkig terms: 
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We try not to waste energy or resources by getting caught up with what other sport 
organisations are doing We tend to think that when you look at others you can 
get preoccupied with thdr situation and lose right of your own. It doesn't matter 
what they're doing it's what you're doing that counts. They may have totally 
different objectives to yours and different resources in which to achieve it 

Thus, organisations with an internal organisational dkection are insular and 

ethnocentric. They beHeve that tiie progress and difficulties of other sport 

organisations, even those dkectiy related such as another state governing body of the 

same sport, are both uikmportant and irrelevant. IntemaUy focused organisations 

are typicaUy secular, holding the beHef that thek experiences are special and peculiar. 

External organisational direction 

In contrast, an external organisational dkection is one where the focus is outside the 

estabHshment itself; it is inter-organisational. Such organisations are interested in the 

methods and techniques appHed in the management of other sport organisations, 

providing they are similar in structure and fimction. The cHstinguishkig characteristic 

of those with external organisational dkections is that they look to other comparable 

organisations. They stody simUar systems of operation with the view of 'stealing' or 

mocHfykig anything useful. The comments of the paid and tertiary trained general 

manager of a club competing in a low profile national league, highlighted the 

common beHef amongst respondents working in this category of organisation that, 

'there are (in simUar organisations) the same problems, but we aU have different 

solutions'. 

Subsequentiy, this group of respondents advocated extensive networking, particularly 

throughout the sport industry. These administrators also had a background of staying 

with a sport for a period, then moving to another sport. Most had no prior 

background in any of the sports or clubs that they worked for, with the exception of 

thek initial position. It was not unusual for this group of respondents to claim that 

thek practices had remained, 'much the same', as they had used the same techniques 
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over and over again, but in cHfferent orgamsations. However, despite thek 

precHsposition to move between organisations, they almost always moved to 

organisations that had the same organisational and industry dkection. In three cases 

where respondents moved outside thek 'category', one left within one year, 

cHssatisfied and frustrated with the orgaiksation, and the other two, moved thek new 

organisations to conform with thek preferred focus. 

4.4.4 Industry direction 

Internal industry direction 

Sport organisations maintaining an internal industry dkection are only interested in 

thek own industry. The dominant view in these organisations is that only sport is 

relevant to sport, which is the organisational equivalent to the incHvidual assumption 

that sport is unique buskiess. Organisations that take an internal industry dkection 

are likely to employ administrators who maintain that sport is a unique form of 

business, thereby perpetoating the industry dkection. Respondents also maintained 

that an organisation's industry dkection, usuaUy a legacy of the, 'person who worked 

the most hours, made the majority of decisions, and was the strongest and most 

charismatic', can affect the beHefs of a newly inducted administrator. However, in 

general, a potential employee's (volunteer or paid), past tends to indicate thek 

suitability to the organisations' phUosophy. For example, an organisation with an 

internal industry dkection wUl not hke someone with a background in commercial 

buskiess, unless they consciously want to change thek focus. 

External industry direction 

External industry dkection is the organisational equivalent to the incHvidual beHef 

that sport is a generic form of business. Organisations with an external industry 

dkection are interested in other industries and marketplaces, and may emulate other 

industries' practices where it is compatible with thek organisational dkection. 

Irrespective of thek willingness to employ practices originating outside the sport 

industry, they acknowledge that, 'sport is not the whole world', and that this 
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recognition, 'has an impact on an organisation even if it doesn't consciously copy 

other buskiess'. Respondents incHcated that even an appreciation that the sport 

industry is not isolated, is enough to affect management practice. One paid, tertian-

trained executive dkector of an independent but smaU state sport organisation, 

described it as being Hke beHeving in God: 'You don't necessarily have to pray for it 

to change your actions'. 

4.4.5 Typology of organisational and industry direction 

Introduction 

In summary, those respondents holding an internal organisational dkection are 

preoccupied with thek own problems, whUe members of the external organisational 

dkection are interested in any organisation with sknUar problems to thek own. 

Organisations with an internal industry dkection view sport as the only useful 

industry yardstick by which to measure thek progress, whUe an external industry 

dkection presumes that aU businesses have the same opportunities and cHfficulties, 

and therefore are aU relevant 'cases' for gaining insight and managerial 'clues'. 

The typology of organisational and industry dkection combines the two continuums 

of organisational dkection and industry dkection to create a typology that classifies 

organisations into four categories. They are named (with organisational dkection 

first, then industry dkection), first Type (T) internal/internal or 'Introverted'; second. 

Type (II) kitemal/extemal or 'Expansive'; thkd, Type (III) external/internal or 

'Insular'; and fkiaUy, Type (TV) external/external or 'Global'. 

Each category is Ulustrated in Table 4.3, and are examined via four attributes. These 

are: first, resources, second, external income generation, thkd, government 

assistance, and finaUy, remuneration. These four properties define each category, 

and it is not a coincidence that they formed the basis of the sampling categories used 

in the theoretical sampling model described ki Chapter three. Extemal generation of 

income was not part of the original sampling model, but is dkectiy related to 

government assistance, and therefore helps to explain it better. 

195 



A notable exception is the education (tertiary/non-tertiary) sampling category, which 

has not been used to describe the typical characteristics of any category. This is 

because, despite aU expectations, tertiary training has Httie influence on respondent's 

views on professional management practice. This conundrum can be explained by 

several sitoational contingencies. Fkstiy, every respondent argued that 'ideaU/ ever}-

sport administrator would have specific tertiary quaHfications, but when pushed, the 

sixteen respondents who were not tertiary educated, nine, or fifty-two percent argued 

that experience is more important. Of the remaining thirteen tertiary trakied 

respondents, only seven beHeved that tertiary training is more important than 

experience. Therefore, respondents' views concerning the importance of tertiary 

education, including the tertiary trakied themselves are varied. SeconcUy, not one 

respondent suggested that thek own tertiary trainkig had impacted upon thek 

professional management practice. Indeed, whUe every respondent maintained that 

ideaUy, a sport administrator would be specificaUy trakied by a tertiary institotion, 

they couldn't describe how it would affect management practices, beyond the 

superficial notion that it would lead to greater 'professionaHsm'. ThkcUy, the most 

damning evidence was that tertiary trained respondents held no common view, and 

no unique or common techniques of professional management practice. 
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Table 4.3 - Typology of orgamsational and industry direction 

SPORT INDUSTRY 

INTERNAL FOCUS EXTERNAL FOCUS 

INTERNAL FOCUS 

ORGANISATION 

EXTERNAL FOCUS 

TYPEL 
"INTROVERTED" 

TYPE III. 
"INSULAR" 

TYPEH. 
"EXPANSIVE" 

TYPE IV. 
"GLOBAL" 

4.4.6 Type (I) organisation: Introverted'focus 

Introduction 

The 'Introverted' organisation is isolationist. It focuses on the pecuHar difficulties of 

its own stmcture and function, but makes Httie attempt to utiHse the examples that 

other sporting or non-sporting organisations have set. 'Introverted' organisations are 

typicaUy highly dependent on other organisations for thek survival. 
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Resources 

The intemal organisational dkection/intemal industty dkection category can best be 

described as a 'kitchen-table' class. The coUoquial term 'kitchen-table' refers to an 

organisation that is so low on resources that k is ackninistrated over the kitchen-table 

of its volunteers. WhUe this group may not necessarily be so short on resources as to 

rely upon tiie homes of its volunteers, in aU cases, respondents indicated that they 

generate an income of substantiaUy less than one million dollars annuaUy. 

Respondents from organisations in this category complained that thek jobs are 

impossible to do effectively, given that everything tiiey undertake must be done on a 

'shoe-string budget'. The result is, 'umelenting pressure and Httie else', for the 

admimstrator, because with such a lack of resources, no momentum is ever created 

to aUow the organisation to commence any projects beyond the most elementary. 

The primary and day-to-day concem is financial viabUity, as the unpaid, non-tertiary 

trained president of an 'Introverted' organisation explained: 

A good month is one where we know where the money will come from to keep 
going next month. The money we do have goes directly to servidng the athlete. 
It's a vidous drcle that we can never break out of. You have to go to the bottom 
line all the time. 

This resource rationing and dependency is symptomatic of a declining popularity for 

many NSO's and SSO's, with membership and spectator support contracting in club 

activities. On the other hand, national league clubs do not fit the 'Introverted' 

category, so they do not depend on government funding, and are able to generate 

income independentiy through memberships, gate receipts and sponsorships. 

Extemal income generation 

The financial resources that 'Introverted' organisations obtain are customarily 

procured through extemal sources. Extemal income includes fiinancial resources 

that originate outside the organisation itself, Hke sponsorship and government grants, 

but excludes income from memberships, gate receipts and social functions. 



Extemal generation of income is an incHcator of an organisation's abUity to survive 

alone, and where kicome is predominantiy extemaUy generated, the viUnerabUity of 

the organisation is heightened. 'Introverted' sport organisations receive Httie 

compensation from thek members, nor are they adept at creating other income 

opportonities. Often 'Introverted' organisations bolster thek meagre bank accounts 

witii profit-makkig ventures, such as, bake sales, fim faks, raffles, functions, dkmers, 

parties, and coaching clinics. WhUe these activities are supported regulariy, 

repeatecUy and generously by members and supporters, the funds accumulated are 

kisufficient to break free from the shackles which bind them to mencHcancy. For 

example, the president of an 'Introverted' organisation explained that if they had 

some money they could make money, but untU they had some they would remain, 

'trapped - totaUy powerless to control thek own destiny'. 

Government assistance 

The bulk of the 'Introverted' organisation's income comes dkectiy through 

government 'hand-outs', rather than as compensation from thek customers in 

exchange for products or services. Thus, 'Introverted' sport organisations are Httie 

more than pubHc assets, such as the armed services, at the mercy of poHtical whim or 

pubHc pressure. 

Government grants are used by 'Introverted' organisations to provide essential 

services to thek members, leading to a furtiier resource-dependency. In order for an 

organisation to receive a grant they must provide a certain standard of service to 

thek customers, and demonstrate that they have specific plans for the future 

'improved' deHvery of services. However, this requkes detaUed paperwork 

submitted to the appropriate government department, such as the AustraHan Sports 

Commission at the federal level and Sports and Recreation Victoria (in Victoria), at 

the State level, for example. In order to fiUfil the onerous documentation 

requkements, paid administrators are requked, because few volunteers have 

sufficient time to decHcate. Consequentiy, accordkig to respondents, government 

grants end up paying for the employment of a/an administrator/s, whose main task 

199 



is to submit appHcations for government grants. The obvious result is that an 

inadequate amount of time is spent actoaUy managing the organisation, and finding 

alternate potential revenues. 

Remuneration 

'Introverted' organisations usuaUy have either volunteer administrators, or a single 

paid officer. In 'Introverted' organisations, the power is usuaUy held by volunteers, 

who are the decision-makers. This is iUustrated by the comments of the secretary of 

an 'Introverted' organisation: 

In these smaU, government-driven organisations, the volunteers are the ones calling 
the shots. Mostly, this is because they are the only ones anyway. We have apart-
time guy come in who's paid, but really we just give him jobs to do, like preparing 
the offidal budget and the development submission. 

4.4.7 Type (II) organisation: Expandve'focus 

Introduction 

Like the 'Introverted' organisation, 'Expansive' organisations are caught up in thek 

own intemal uncertainties, however, unHke the 'Introverted', they recognise the place 

that they hold in the 'business community'. This recognition is exceedingly 

powerful, as it emphasises the isolation of the organisation. It is this recognition that 

has lead them to become independent financiaUy, or to maintain independency. 

Resources 

'Expansive' organisations are cHstinguished by thek relocation from the kitchen table 

to the fuU-time office. Three respondents from this category pointed out that this 

transition, or escape fiom the 'Introverted' category is both cHfficult and hazardous, 

particularly as some organisations take out substantial bank loans in an attempt to 

buy themselves out of the type I 'rut'. 
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A change of attitode must occur for an organisation to change from having an 

mtemal industry dkection to an extemal one, and respondents described three 

reasons for this change. Fkstiy, there may have been no cHscemible change; for as 

long as anyone can remember, the organisation has had consistent attitodes and 

characteristics. Secondly, new administrators possessing alternate views moved the 

organisation in aHgnment with thek own thinking, and thkcUy, the organisations' 

operations have become unproductive, necessitating a paradigm shift in its 

management. 

A comparison of income statements revealed that 'Expansive' organisations normally 

have greater financial resources than 'Introverted' organisations. However, thek 

gross kicome stUl remains below one mUHon doUars per year. The more noticeable 

cHfference is apparent in the structure of 'Expansive' organisation finances. They 

generate most of thek income from intemal sources, but as the paid, non-tertiary 

trakied executive dkector of an 'Expansive' organisation incHcated, there 'stiU is 

never enough'. 

Extemal income generation 

ParadoxicaUy, the successful intemal generation of income leads the organisations' 

customers and members to beHeve that funding arrangements need to be expanded. 

For example, in cHscussing money, the general manager of one 'Expansive' 

organisation suggested that 'numbers' are always a problem, because, 'the punters 

(members) thkik there are plenty of them'. At tiie same time, an mtemal generation 

of income is considered to be more deskable than a predominantiy extemal one. 

And, 'once you can make that jump, you wUl be pretty right'. 

'Expansive' organisations obtain thek revenue primarily through membership 

affiUations from clubs or incHviduals. AdcHtional income comes from merchandising, 

events (e.g. a share of the entrance fees), other activities as mentioned for 

'Introverted' organisations such as bake sales and raffles, as weU as some from 
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sponsorship and government grants. In general, though, whUe the extemal kicome is 

of enormous use, the organisation would continue to survive in its absence. 

Government assistance 

Since kitemal kicome generation is domkiant for 'Expansive' organisations, 

government assistance is not critical to thek successful development. However, that 

is not to say that government support is not useful. The paid, tertiary trained 

executive dkector of one 'Expansive' organisation described the situation in the 

foUowing terms: 

About ten percent is from government money. We can live mthout it Also, 
sponsorship is very limited; mostly products. We never expect to get much out of 
the govemment The govemment traditionally has not backed us, compared to 
other states, which would receive about forty percent from the govemment. But to 
our advantage it forces us to he more effident and self-reliant in achieving what we 
need to by ourselves. 

Self-reHance is pivotal to any organisation's operation, and the greater the 

independence from govemment subsicksation, the more freedom an organisation has 

in orchestrating its ckrection. One beHef that was common to every organisation that 

received govemment money was that the government's poHtical agenda is highly 

influential in determining the relative importance of various organisational 

objectives. For example, despite the fact that increasing participation rates is the 

primary focus of some organisations, those relying on govemment funding must 

commit the majority of thek resources to the acquisition of improved eHte 

performance. In other words, the govemment wants the positive media association 

with winning, rather than the more mundane benefit of community health and 

fitoess. For 'Introverted' and 'Insular' organisations (to be discussed shortly), the 

govemment is a highly demanding 'sponsor' that cannot be ignored. 
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Remuneration 

WhUe there are fewer paid administrators than unpaid ones, die power distribution 

between the two is relatively even. 'Expansive' organisations are stiU bounded by 

thek intemal organisational dkection, and do not relinquish power fiUly to the paid 

administrator. However, the volunteer committee or board of dkectors are prepared 

to pass on a considerable amount of the operational decision-making to paid 

administrators, providing they retain 'ultimate' decision-making power. For example, 

paid respondents from 'Expansive' organisations reported that they spent more time 

implementing kistmctions from thek board or committee concerning daUy operation 

of the organisation, such as completing paperwork, rather than acting proactively, 

such as seeking adcHtional income opportonities. 

4.4.8 Type (III): Insular' organisation 

Introduction 

With an extemal organisational direction, the 'Insular' orgamsauon is cognisant of 

other managerial approaches to sport. From this, the organisation reportedly 

benefits enormously in terms of overaU capacity. However, the 'Insular' organisation 

holds an intemal industry focus, leaving it heavUy contingent upon extemal and 

therefore unreHable income sources. 

Resources 

When asked, respondents representing 'Insular' organisations reported that thek 

annual income was in excess of one mUHon dollars per year. This fact was confirmed 

by an examination of income and expencHture statements. This is a sigmficant 

turnover given the size of the AustraHan sport industry. 'Insular' organisations are 

often consequential players in AustraHan sport, and are usuaUy NSO's. The greater 

financial resources make the organisation more comfortable in terms of its 

operations; they are not perpetoaUy concerned with survival. However the important 

descriptive incHcator is thek significant extemal income generation. 
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Extemal income generation 

Respondents representing 'Insular' organisations aU observed that they can survive, 

albeit reduced in capacity by up to approxknately seventy to eighty percent, without 

extemaUy generated funding. Extemal funding comes in the form of commercial 

sponsorships, which according to administrators from this category only accounts 

for around ten to twenty percent of gross income, and from the govemment in the 

form of grants. Again, respondents maintained that grants can provide as much as 

sixty to seventy percent of the organisation's income. This is a particularly 

significant sum when the total income of the organisation is more than one milHon 

doUars. The organisations that were classified as 'InsiUar' were the high profile 

sports in AustraHa that do not necessarily have enormous participation rates. In 

simple terms, they perform weU at the eHte level having acquked considerable 

international statos, and are noticed by the mecHa, but have comparatively few 

participants. Thek remaining income is obtained from standard sources such as 

membership affiHation and events. 

Govemment asdstance 

As previously mentioned, 'Insular' organisations receive a significant amount of thek 

kicome from the govemment. Unsurpriskigly, it was common for respondent's 

fitting this category to spend an inordinate amount of time with, what one executive 

cHrector described as 'bureaucratic paper shuffling, that', they, 'cannot take tiiek eyes 

off for more than a week or two'. As another executive cHrector commented, 

because the govemment can provide, 'fifty percent of tumover in one hit', diey 

HteraUy cannot afford to miss the opportunity by faiHng to complete menial 

responsibiHties such as paperwork. 

The govemment holds the 'fate' of tiie 'Insular' organisation ki its hands, by 

conttoUing the dkection of organisations by manipulating and categorising funding 

pools. In dokig this they shape where an organisation places its energy and effort. 

For example, tiiey may provide grants only ki areas of eHte program development or 

eHte junior development if thek emphasis at the time is on success. On tiie otiier 
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hand, if they want to increase grass-roots participation, they fund competitions and 

school programs. However, whUe coercing organisations to develop the way they 

want is to a large extent effective, respondents suggested that it is not entirely 

practical. One paid and tertiary trained 'Insular' organisation executive dkector 

highHghted tiks pokit: 

It backfires to a degree, because a port will always try to think up a way of 
spending the money on a new program, and inevitably it costs more than that 
Also, you can 'tfund it beyond the initial payment So you start the program but 
never finish it. In our case, they unashamedly pressured us to take on a 
(jparticular organisation as sponsor, in order to promote thek [ed.]) 
message. We 're now married to them, like it or not. 

'Insular' organisations frequentiy feel that thek primary responsibUity is not to thek 

members but to thek govemment 'sponsors'. In fact, there is a core group of 

admkkstrators (suggested by respondents but not including them) that are apparentiy 

conceding that the customer (of 'Insular' organisations) is now chiefly the 

govemment. One paid but not tertiary trained 'Insular' organisation executive 

dkector explained this sitoation: 

I've always thought that the primary customers are the juniors, from the grass­
roots to the elite, and anyonepartidpating in the port. Then there's the clubs. 
They run the programs for us. We have to service the clubs with information and 
profesdonal development and administrative advice. The parents also. However, 
there is a change of opinion recently among the port at a National level saying 
that the customers are the ponsors, and that means the govemment It's come 
about in reponse to the gold medal program of the govemment and the AOC. 
They want to know how we're going about achieving gold medals with the funding 
gven. So if they gve us money, we must meet thdr aims - winning or else no 
more money. And, no more money means we can't sendee anyone properly. 

There is Httie doubt that 'Insular' organisations feel the obHgations upon them 

exerted by thek prime kicome provider. This lead one paid and tertiary trained 

general manager to comment that, 'ultimately we don't want to be dependent on the 
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govemment or even on sponsorships. We need an ongoing perpetuating intemaUy 

generated income'. However, before this can become a reaHty the 'Insular' 

organisation must relinquish its long-held kitemal industry dkection. 

Remuneration 

'Insular' organisations usuaUy have numerous paid employees, and although there are 

more unpaid volunteers than paid employees, and despite the fact that the board of 

dkectors controls poHcy, the paid employees play a significant role in making major 

decisions. They make aU the day-to-day decisions and control the majority of 

planning, therefore causing the power balance to be 'tipped' in favour of the paid 

administration. 

4.4.9 Type (IV): 'Global' organisation 

Introduction 

Respondents from 'Global' organisations maintained that there is something to be 

learned from aU organisations in terms of thek management practices. Subsequentiy, 

'Global' organisations emphasise the importance of research and development, and 

readUy acknowledge the impact of AustraHa's contemporary market economy on 

thek abUity to sustain a long-term enterprise. In non-economic terms, the 'Global' 

organisation is focused on the how they can not only survive, but prosper in a 

marketplace that is highly competitive with other sport organisations, in adcHtion to 

the non-sport entertainment industry (where a large amount of cHsposable kicome is 

also spent), fighting for the same member/participant/spectator doUar. 'Global' 

organisations were mostiy national leagues and national league clubs, but there was 

also one NSO. 
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Rjcsources 

According to thek income and expenditure statements, 'Global' sport organisations 

have tiie largest turnovers of any sport organisations, often generating substantiaUy 

more than one mUHon doUars in income annuaUy. LÛ e aU the categories, the most 

iUumkiating kicHcators are not concemed with the volume of money, but the method 

of appropriation. 

Extemal income generation 

Although 'Global' organisations often receive significant sponsorship funding, it 

usuaUy constimtes a minority of total revenue. The majority of kicome comes from, 

capitation fees (form of membership fee incorporating insurance), membership fees, 

appHcation fees, courses, events, and entrepreneurial undertakings. 'Global' 

organisations have the luxury of making investments, and respondents identified 

investments ranging fiom golf-courses and bingo haUs, to gaming machines, social 

faculties, money markets, stocks, real estate and sports venues and faciHties. For 

example, the paid, tertiary trakied chief executive of a successful 'Global' 

organisation made the foUowing statement: 

We have a tumover of 4.5 million dollars, we employ 44 people, we own a couple 
of million dollars worth of real estate, and offices in each state, and we supply 
multi-million dollar quality driven services. 

The focus for 'Global' organisations, which obtain up to eighty percent of thek 

income from intemal sources, is to be self-sufficient. On that basis thek financial 

strategies revolve around providing continuing high quaHty services to encourage 

strong membership retention. 
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Govemment assistance 

WhUe govemment support for 'Global' organisations is not significant, it provides a 

useful supplement, and can take the form of salary subsicHes for NSO's, or for 

specific programs. In general the govemment grants are seen by 'Global' 

organisations to be of Hmited value, since they alone are insufficient to fund large 

scale programs and projects. In adcHtion, many national leagues and national league 

clubs classified as 'Global' organisations, do not quaHfy for any government 

assistance. 

'Global' organisations work on the premise that even if the govemment stopped 

providing money, and aU the commercial activities cHed, survival would stUl be 

certain. The fundamental importance of self-sufficiency is forcibly described by the 

paid, tertiary trakied general manager of a 'Global' organisation: 

Self suffideny is very important because then you can determine what you can do 
for yourself. If you're reliant on other people's money, then you're also under the 
control of other people's sense of direction. When it's govemment money it will be 
tied to govemment policy, and govemment policy mightn't be our policy. Now 
who's running the port, the govemment or the port. Very tough question for 
many ports because they don't have a strong membership base like we do, and 
they say, 'hut we can't survive without support from govemment' I say, 'fine 
that's you're dedsion but you're view won't necessarily be transferred to me because 
I'm able to be self-suffident It's good for you hut not for me I want to he in 
control of what I do. This sport will determine what's good for this sport, not the 
bloody govemment.' 

Remuneration 

Like aU sporting organisations, tiie 'Global' organisation is restricted by tiie poHcy 

decisions of ks board of dkectors. However, the balance of power is held by paid 

administrators, who typicaUy outoumber tiie volunteers on the board of dkectors by 

three or four fold. Decision-making is controUed chiefly by paid staff, who are 

accepted as the 'experts'. 
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Table 4.4, provides a summary of kidicators for each category of organisational and 

industry dkection. 

Table 4.4 - Summary of indicators for organisational and industry direction 

• less than $lm 

• significant extemal 
generation of income 

• significant govemment 
assistance 

• paid/unpaid 

I. 
'INTROVERTED' 

• greater than $lm 

• sigiuficant extemal 
generation of income 

• significant govemment 
assistance 

• paid/impaid 

III. 
'INSULAR' 

• less than $lm 

• not significant extemal 
generation of income 

• not significant 
govemment assistance 

• paid/unpaid 

II. 
'EXPANSIVE' 

• greater than $lm 

• not significant extemal 
generation of income 

• not sigiuficant 
government assistance 

• paid/unpaid 

IV. 
'GLOBAL' 
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4.4.10 Conclusion 

This section has exposed the four categories of sporting organisations, each of which 

constructs an organisational context in which admiikstrators must manage its affaks. 

The categories comprise a typology of organisational and industry dkection, and 

whUe there are exceptions to each category, what makes it a useful model is that it 

holds under general concHtions. Neither is there necessarily a 'best' category, since 

organisations subscribe to ideas and use practices that they beHeve are appropriate 

given thek incHvidual sitoation. 

The next section reveals how fundamental assumptions concerning the nature of 

sport as business, professional management orientation, and organisational and 

industry dkection influence professional management practices. 
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4.5 Professional management practices in sport 

4.5.1 Overview 

Whereas the three previous sections have examined the beHefs and behaviours of 

sport administrators and the characteristics of sport organisations, with the purpose 

of providing the groundwork upon which professional management practices may be 

understood, the objective of this final section is to determine the precise 

management systems which comprise professional management practice in sport. 

The previous cHscussion revealed a Hnk between fundamental assumptions. 

professional management orientation, organisational and industry dkection and 

professional management practice. It is now possible to construct a broad 

management typology, incorporating two major management perspectives, the 

common-sense approach, and the theoretical best-practice approach, to supplement 

the earHer typologies, wherein four primary systems of professional management 

practice may be identified and examined. The four categories are: first, (I) 'Spot-

fire'; second, (II) 'SmaU-business'; thkd, (III) 'Industry'; and finaUy, (IV) 'Generic'. 

The process by which the professional management practice typology was 

constructed is diagrammaticaUy iUustrated in Chart 4.4. 
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Chart 4.4 - Construction of professional management practice typology 
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A review of these four categories demonstrates tiiat AustraHan sport admkkstrators 

practice a far more cHverse range of management techniques tiian tiie review of sport 

related Hterature ki Chapter two suggested. In general, die management practices 

used by sports administrators resembles a combination of tiie tiiemes high%hted in 

the sport management and general management Hterature. However, the different 

practices described by the managers and admkkstrators kiterviewed ki tiks stody, 

were a function of thek fundamental assumptions, professional achievement 

orientation, organisational and mdustry dkection, and broad management 

perspective. 

212 



4.5.2 Broad management perspective 

Introduction 

The results of tiks stody show tiiat aU respondents hold a broad set of assumptions 

and beHefs which they use to navigate the turbulent waters of management. On the 

basis of respondent views, sport ackniikstrators can be categorised within two gross 

management perspectives: the common-sense approach, and the theoretical best-

practice approach. The gross management perspective can be conceptuaHsed as a 

continuum, with common-sense at one end and theoretical best-practice at the other; 

respondents tending toward one preference or the other. In practice, the 

preferences are not mutoaUy exclusive, since respondents with a procHvity toward 

the theoretical best-practice approach do not reject the common-sense approach 

outright, but rather beHeve that in adcHtion to common-sense, there are a 'set' of 

management best-practices that can be used to maximise an organisations' processes 

and outcomes. Thus, the theoretical best-practice advocate should be viewed as one 

comprising a theoretical best-practice approach complemented by a foundation of 

common-sense. The two broad management perspectives are iUustrated in Chart 

4.5. 

Chart 4.5 - Broad management perspectives 
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In some cases respondents either oscillated between common-sense and theoretical 

best-practice, or blurred, and even confused the cHstinction. For example, whUe 

twenty, or two-thkds of respondents, expressed support for theoretical best-practice, 

fourteen, or less than half, actively practised it. Therefore, only these 'active' 

admiikstrators would be found clearly on the theoretical best-practice side of the 

spectrum. Respondents who advocated theoretical best-practice, but faUed to either 

describe or employ it, suspected that theoretical best-practice techniques may weU be 

useful, but cHdn't know what they were exactiy, or how to apply them. FinaUy, as 

akeady explained, aU respondents beHeved ki the importance of common-sense. 

Common-sense practices 

Those respondents expressing an exclusively common-sense approach to 

management rejected the significance and even existence of a 'set' of best-practice 

management techniques. They argued that successful management is experience and 

practice based, and that management best-practices are either esoteric theories that 

do not translate into practice, or common-sense practices 'ckessed-up'. In short, 

management revolves around making sensible decisions, and exercising skUls and 

knowledge acquked from deaHng with the results of those sensible decisions. 

Respondents supporting the common-sense approach to management conceded that 

decisions are not always correct, but when errors occur, they can be adequately 

handled with the appHcation of adcHtional common-sense. 

When cHscussing theoretical best-practice, respondents practising the common-sense 

approach Hked to use the term 'catchwords' to describe best-practice principles. In 

fact, of the fifteen respondents taking the common-sense view, twelve mentioned 

the term. Often it appeared to be used defensively to explain thek lack of awareness 

of best-practice - 'It's just a catchword, good management is just common-sense' - or 

to cHsmiss the subject as irtelevant or transitory - 'It's just the latest catchword for 

what's common-sense anyway'. By classifykig best-practice as nothing more tiian the 

latest catchword advocated by, 'overzealous consultants', 'self-proclaimed 

management gums', 'management textbooks', and even 'yuppie wankers'. 
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respondents de-emphasised the importance of theory and preached the virtoes of 

practice. Furthermore, they cautioned against over-compHcating administrative 

practices which are essentiaUy simple in nature. As one respondent said, 

'management is not easy, but it is simple', where any difficulty can be sufficientiy 

dealt with by 'simple, bloody common-sense'. 

Theoretical best-practice 

In contrast, those supporting the existence and appHcation of a 'set' of best-practices, 

acknowledged the importance of common-sense, but argued that, 'good 

management is more than just common-sense'. According to respondents who 

beHeve in the necessity of estabHshing and implementing best-practice, a reliance on 

common-sense is a 'knee-jerk' reaction to administrators being, 'out of thek depth'. 

Correspondingly, if successful management were simply a matter of common-sense, 

then being successfiU would be easy. However, management is not easy. Good 

management is the culmination of common-sense and the appHcation of appropriate 

management principles. The paid and tertiary trained general manager of a 'Global' 

organisation voiced this basic premise: 

Whenever I hear someone say that management is common-sense, I laugh, because 
you can he sure that they work for some Mickey-Mouse club or organisation. 
You don't ever hear Prescott (Managing Dkector - BHP) or Strong (Chief 
Executive Officer - Qantas) talk about common-sense That's because if it 
was just common-sense, anyone with common-sense could do their jobs, and that's 

just not the case Does that mean that budnesses that fail have managers with no 
common-sense? Are they just stupid, or something 

In general, respondents fitting this category beHeve that in business, commerce and 

sport, the ideas of best practice are more than just theories for the most effective and 

efficient operation of an organisation. The paid and tertiary trained chief executive 

of an 'Insular' organisation suggested that the basic constitoents of best-practice have 

been sufficientiy, 'tiiumped out and bashed into the heads of acknimstrators, 

managers and executives at aU levels'. Thus, sport administrators adherkig to a best-
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practice approach continuaUy reflect upon the, 'requkements of thek organisation 

for complete professionaHsm'. 

4.5.3 A typology of professional management practice 

Introduction 

Exposure to the broad perspective of management is pivotal in understanding what 

type of professional management practices individual administrators, and 

organisations, employ. In using this broad perspective to create a model of 

professional management practice, the fundamental assumptions cHscussed in section 

4.2 were used to add a further dimension to the model. The result of combining 

fundamental assumptions about the nature of sport as either unique business or 

generic business (on the horizontal axis) with broad management perspectives (on 

the vertical axis), creates a typology of professional management practice, and is 

iUustrated Table 4.3, foUowing. Four categories of professional management practice 

are identified; fkst, (I) 'Spot-fire'; second, (II) 'SmaU-business'; thkd, (III) 'Industry'; 

and finaUy, (TV) 'Generic'. This relationship can also be described by combining the 

two dimensions of organisational focus and industry focus, as seen in itaUcs. 

Thus, for example, category I, 'Spot-fire' is the combination of sport as unique 

business with the common-sense approach to management. It can also be 

represented as the combination of an intemal industry focus and an intemal 

organisation focus. In other words, an administrator who employs a 'Spot-fire' 

approach to management, is likely to work for an 'Introverted' organisation. Thus, 

the typology of professional management practice encapsulates the relationship 

between incHvidual approaches to professional management practice, and 

organisational types. 

'Spot-fire' emphasises a 'day-to-day' approach to management practice in which 

basic and sknpHstic principles are seen to be appHed in a narrow organisational 

framework. Category II, 'SmaU-business' can be summarised as a reluctance to 

undertake any more forward thinking than necessary. It also deals with the basics of 
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professional management practice. 'Industry' (III), views sport as a unique industry 

with specific and exclusive professional management practices. FinaUy, category 

(IV), 'Generic' maintains that there is a ubiquitous set of professional management 

practices throughout aU industries and aU businesses which can be appHed to sport 

with great success. The four categories of professional management practice are 

analysed in detaU in the foUowing sections. 

Table 4.5 - Typology of professional management practices 

(INTERNAL SPORT INDUSTRY FOCUS) (EXTERNAL SPORT INDUSTRY FOCUS) 

SPORT AS A UNIQUE BUSINESS SPORT AS A GENERIC BUSINESS 

COMMON SENSE 

P.M.?. 

(INTERNAL ORG. 
FOCUS) 

MANAGEMENT 
PRACTICES 

(EXTERNAL ORG. 
FOCUS) 

THEORETICAL 
B.P. 

I. 

'SPOT-FIRE' MANAGEMENT 

'INTROVERTED' 

m. 
INDUSTRY MANAGEMENT 

•INSULAR' 

II. 

'SMALL-BUSINESS' MANAGEMENT 

'EXPANSIVE' 

IV. 

GENERIC MANAGEMENT 

'GLOBAL' 
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Category Demographics 

The results of this stody show that each category type has a typical demographic 

breakdown, that can be used to summarise professional management practice in 

terms of the factors that influence its appHcation, and is contained in Table 4.6, 

foUowing. The four fundamental category types were derived fiom combining 

respondents' fundamental assumptions on sport with thek broad management 

perspectives. These categories can also be expressed in terms of organisational focus 

and industry focus. Common factors for each type are shown as buUet points. Each 

category contains a precHsposition toward a specific professional management 

orientation, and category types incHcate a 'tendency' toward management practice. 
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Table 4.6 - Professional management practice categories and demographics 

• less than $lin 
• sigmficant extemal generation 

of income 
• significant govenunent 

assistance 
• pa id /unpaid 

I. 
SPOT -FIRE 

Sodal 
INTROVERTED' 

COMMON-SENSE/UNIQUE BUSINESS 
INTERNAL ORG./INTERNAL IND. 

greater than $lm 
significant extemal generation 
of income 
significant govemment 
assistance 
paid/ tmpaid 

III. 
'INDUSTRY' 

Utilitarian-social 
INSULAR' 

THEORETICAL B.P./UNIQUE BUSINESS 
EXTERNAL ORG../INTERNAL IND. 

• less than $lm 
• not significant extemal 

generation of income 
• not significant govemment 

assistance 

• paid/unpaid 

II. 
'SMALL-BUSINESS' 

Devebpmental-rationalism 
EXPANSIVE' 

COMMON-SENSE/GENERIC BUSINESS 
INTERNAL ORG./EXTERNAL IND. 

greater than $lm 
not significant extemal 
generation of income 
not significant govemment 
assistance 
paid/unpaid 

IV. 
'GENERIC 

'Kational 
'GLOBAL' 

TPiEORETICAL B.P./GENERIC BUSINESS 
EXTERNAL ORG,./EXTERNAL IND. 
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4.5.4 (I) 'Spot-fire'management 

Introduction 

The first typological category identified has been labeUed the 'Spot-fire' approach, 

with seven of the twenty-nine respondents (and seven 'Introverted' organisations) 

fitting this category. Type I or 'Spot-fire' administrators tend to be employed by 

'Introverted' or type I organisations, as outlined by the organisational and industry 

typology. Thus, it must be remembered that the 'Spot-fire' administrators' practices 

are restrained by the fact that they generate less than one miUion dollars in turnover, 

are almost exclusively dependent on govemment 'handouts', and are Hkely to be 

predominantiy operated by volunteers. 

The term 'Spot-fire' is used to describe an approach to management practice that 

concentrates on trouble-shooting on a 'day-to-day' basis, or even 'crisis' 

management. Administrators subscribing to this approach attempt to put out 'Spot-

fke's'. In other words, they focus thek attention on the most urgentiy pressing 

sitoation, emergency, cHfficulty or attention-grabbing concHtion. They utUise a 'seat 

of the pants' approach and spend Httie time planning for future developments. The 

archetypal characteristics of 'Spot-fire' respondents are highHghted in bold, itaHcs 

and are underlined, in Chart 4.6 on the next page. 
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Chart 4.6 - 'Spot-fire' management 
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A day-to-day approach 

Respondents who employ a 'Spot-fire' approach to management practice make 

decisions based on common-sense and experience, and shun the idea of best-

practice. They beHeve that sport is a unique form of business that cannot be 

adequately managed using non-sport related management 'common-sense'. To that 
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end, they argue that managers or administrators fiom non-sport backgrounds, 

despite being adequately endowed with common-sense, would be unable to 

effectively manage sporting organisations. In adcHtion, 'Spot-fire' administrators 

possess an intemal organisational focus and an intemal industry focus, and tend 

towards a 'Social' professional management orientation. In other words, they are 

cHsposed toward a conduct view of professionaHsm and a process view of 

management. These 'tendencies' were clearly reflected in thek statements. For 

example: 

Professional management practice to me is a matter of applying sendble 
management policy that is appropriate to this organisation. And, that's different 
to any other organisation - and worlds apart from budness organisations. I guess 
profesdonal management practice is about going about doing things in the right 
way. 

WhUe the above excerpt is the only example where a respondent mentioned aU the 

typological incHcators in one succinct paragraph, it is a useful summary of the 'Spot-

fke' cHsposition toward professional management practice 

One obvious emphasis for the 'Spot-fire' administrator is on deaHng with sitoations 

as they arise. One 'Spot-fire' respondent maintained that this is a, 'normal 

occurrence', whUe another explained that they 'have to deal with serious emergencies 

every now and then, and in those cases everjrtikng is chopped. A thing wUl arise and 

take over, and when it happens, whole days are lost putting out the fires'. A 

concentration on the day-to-day operation of the organisation, therefore, means 

keeping up with the most pressing areas of responsibiHty. 'Spot-fire' managers 

suggested that this compromises thek abUity to contemplate the future requkements 

of thek sport or club (although no administrators were from clubs in this category). 

They pointed out that through no fault of thek own, they must behave reactively 

instead of proactively and pre-emptively, which is as much a consequence of the so 

caUed, 'one man band' element. Frequentiy 'Spot-fire' admkkstrators are the sole 

employee in thek organisation, and have no secretaries to caU upon, and no 
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assistants to delegate to, doing everything fiom Hcking stamps to typing letters. One 

'Spot-fire' executive dkector astotely commented that he was a servant to the sport, 

before explaining that the interview was running overtime and that he needed to, 'go 

out and buy some pens, and then do the vacuuming'. 

'Spot-fire 'practices 

The most strikkig mdicator of tiie 'Spot-fire' category, is the lack of formaHsed, 

cHscrete, systematic and documented management techniques. In fact, respondents 

tended to be vague and knprecise when explaining thek principles of professional 

management practice. This of course, is not surprising given that the 'Spot-fire' 

approach impHcitiy rejects the need for predetermined management techniques. 

Theks is largely a reactive, extemporaneous approach, that comes in the form of a 

mismatch of practices, skiUs, poHcies, attitodes, and objectives, aU generated fiom 

nothing more elaborate than common-sense. These include a number of roles 

including keeping the board informed, and working towards the goals of the 

organisation, although they rarely defined how this was to be achieved. When 

pressed, they usuaUy commented on the importance of providing smooth and 

effective services. Inevitably, as one respondent commented, it always came down 

to the, 'common-sense management practices of sport, such as running the office 

properly'. Professional management practice to the 'Spot-fire' administrator involves 

simply doing the job, and responding to situational contingencies, which in practical 

terms includes attending meetings, writing minutes, talking to members and solving 

thek problems. However, despite the fact that questions about professional 

management practice were generaUy met with cHsapproval; respondents making 

observations such as, 'you have to be careful you don't get caught up in jargon', and 

that, 'a lot of management practices are overtated', they nonetheless acquiesced in 

suggesting that there are some management practices that are, 'inescapable and 

professional'. Two practices were unanimously declared professional: development 

planning and budgeting. However, respondents seemed incapable of highHghting 

the processes associated with either practice, beyond the most fundamental basics. 

WhUe this research was not based on any form of document content analysis, a 
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cursory gknce at 'Spot-fire' development plans and financial statements revealed that 

both were sknpHsticaUy consttucted and lacking in both detaU and clarit}^ The 

development plan was, in every case, a mkiknakst assemblage based on the examples 

provided by the Austtalian Sports Commission. WhUe this in itself in not an 

unreasonable expectation, the respondents suggested that the development plan was 

rarely influential in the day-to-day running of the organisation; it just remained on a 

shelf until it was time to subnkt another one. One executive dkector explained the 

sitoation: 

It could be a working document in a sense ... hut I don't really use it Every year 
you look at it and tick off some things that you've managed to do, before you start 
the funding. My day to day activities do not revolve around the document It's 
driven by reaction, there is no time for planning. There's a lot of damage control 
and paying attention to detail and so much to do that we never get around to 

forward planning. 

The financial statements were simUarly vague and short. However, the budget was 

clearly a day-to-day concem for the simple reason that if the money ran out, the 

organisation would be in desperate trouble. However, despite the importance of 

financial concerns, the budget was typicaUy formaUy reviewed bi-annuaUy. Financial 

statements included a balance sheet detailing assets and HabUities, and an income and 

expencHture statement, detaUing profits and losses. 

The lack of detaU in professional management practice is unsurprismg given the 

voluminous task that 'Spot-fire' administrators face. The cHfficulty of the situation 

was noted by one 'Spot-fire' executive cHrector: 

I'm not an administrator, I'm a part time development officer, event manager, 
marketer, advertiser, coach, trainer, accountant, vidonary and Assodation 
Preddent. This dtuation denigrates the idea of profesdonalism because nothing is 
done the way it should be They call me an executive director, hut I'm really just 
a dogsbody. 
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Conclusion 

The 'Spot-fire' approach is ridcUed with uncertainties and inconsistencies. In the first 

instance, they effectively argued that common-sense is not so common after aU. In 

fact, the common-sense needed to manage sport organisations is different to the 

common-sense requked to manage any other organisation. Perhaps there is a set of 

'best common-sense practices' for sport management? Secondly, whUe the 'Spot-

fke' group saw no need to identify any management practices as professional, when 

pressed, they reluctantiy conceded that planning and budgeting were professional 

management practices, after aU. Another inconsistency? Perhaps not. Thek 

appHcation of planning and budgeting were performed for the exclusive benefit of 

thek govemment sponsors who requke annual documentation. To speculate, it is 

probable that 'Spot-fire' administrators want thek govemment sponsors to beHeve 

they practice strict planning and budgeting, but in reaHty don't. Instead, they remain 

loyal to thek common-sense viewpoint. Furthermore, they probably answered 

honestiy concerning the role of professional management practices in sport 

administration, only to cHscover a contracHction when chaUenged about thek use of 

planning and budgeting. Unprepared to either compromise on the appeal of 

common-sense, or thek appHcation of planning and budgeting intrinsic to thek 

funding arrangements, most were 'snookered' into ambiguity. 
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4.5.5 (II) 'Small-business'management 

Introduction 

Eight of the twenty-nine respondents in this research may be classified as 'SmaU-

business' in thek approach to management practice. Category II akgns with the 

'Expansive' organisation on the typology of organisational and industry dkection. 

Again, each respondent is limited in thek practices, simply because of thek 

organisation's sitoation. Thek tumover, for example, is Hkely to be less than one 

mUHon doUars annuaUy, although it is predominantiy obtained fiom intemal sources. 

In adcHtion, the power cHstribution is marginaUy in favour of the paid administrator. 

'SmaU-business' administrators have much in common with 'Spot-fire' 

admiikstrators, because they share an intemal organisational focus and a common-

sense outiook to management practices. However, unHke the 'Spot-fire' 

administrator, the 'SmaU-business' administrator takes an extemal industry view and 

subsequentiy holds that sport is a generic form of business. The impact of this 

cHfference is manifested in thek professional management orientation. 'SmaU-

business' administrators are incHned toward developmental-rationaHsm, rather than a 

social outiook. In other words, they swing between a process and outcome focus 

concerning management orientation, but tend to remain competence dkected. The 

result is that thek concept of professional management practices is grounded in the 

notion of developing proficiency in processes and in reaHsing outcomes. 

Professional management practice widiin tiie 'SmaU-business' professional 

management framework incorporates any practice that is appropriate to the 

organisation's operational system or to achieving the desked result. However, a 

precHsposition toward a common-sense approach in combination with an intemal 

organisational focus, forces the 'SmaU-business' admkkstrator to concenttate on a 

contingency approach to professional management practices kistead of a potential 

best-practices vision. Features of die 'SmaU-buskiess' approach are highJighted ki 

Chart 4.7, foUowing. 
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Chart 4.7 - 'Small-business' management 
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The 'bottom-Hne' of the 'SmaU-business' management approach centres on 

development planning and financial budgeting. However, the contingency 

predUection of 'SmaU-business' administrators makes them unprecHctable, since they 

employ process grounded management practices at certain times and performance 

driven techniques at other times. What remains relatively constant is the depth of 
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thek practice, and the competence priority they maintain. Practices are fiequentiy 

spontaneous, rarely documented, and based on, as one respondent put it, 'sensible 

and practised poHcies'. Moreover, what is done is more important than how it is 

done. Rudimentary forms of marketing, training, performance measurement, process 

analysis and human resource management are utUised, but they remain peripheral 

concerns. They are used sparingly and informaUy, in a way analogous to how a smaU 

business may apply big business practices; cautiously and shaUowly, faUing to notice 

any sttategies that remain beyond the reaches of common-sense or prior experience. 

In other words, thek practices whUe not considered professional by nature, as a 

result of thek rejection of a theoretical set of best-practices, are real and based on 

common-sense. 

A Pseudo-contingency'approach 

At the heart of tracHtional contingency theory, is the phUosophy that there is no one 

best approach. In the case of professional management practice, a contingency 

theorist would Hkely argue that no one incHvidual practice is more professional than 

any other. In this sense, the 'SmaU-business' respondents use the contingency theory 

out of context. They argued that there is no one best set of professional 

management practices; the components of professional management practice change 

depending upon sitoational necessities, and can be generated by common-sense 

anyway. This essential premise is a result of the fundamental assumptions and the 

broad management approach they hold. Put sknply, tiiose administtators who 

observe sport as generic business (and therefore take an extemal industry view) and 

also adhere to a common-sense management perspective, aU described thek 

approach to management practices as experience and sitoation based. In one 

manner or anotiier they aU advocated a dynamic and fluctuating system of 

management practices. SpecificaUy, five of tiie eight 'SmaU-busmess' respondents 

used the term 'contingency' to explain thek outiook. 

'SmaU-buskiess' respondents were not entirely averse to the concept of formaHsed 

management practices, and they were quite prepared to acknowledge thek existence. 
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However, they makitained, 'tiiat every practice has its place, and that place depends 

on the sitaation at the time', and accordingly, management practices are those which 

are appropriate to the given situation, as selected by common-sense. As one 

executive cHrector put it, 'today planning is necessary, tomorrow we take action, and 

the next day the results wiU need to be measured'. Thus, the management practices 

used at any one point in time are essential for that time. Determining the essential 

nature of the practices is a function of experience and common-sense, as one 'SmaU-

business' executive dkector outlined: 

Management practices are the things that dt at the back of you're brain, and you 
know that's what you've got to do; the practical application varies ^ven you're 
drcumstances. Theory twenty percent, practice eighty percent - hands on. And 
every now and again you think, hang on I've heard that you're supposed to do 
things that way but, mostly that goes out the window, and you make a common-
sense dedsion for the drcumstances, hut it may not match the original theory. The 
theory of management practice is handle it as you go, often. 

Common-sense plays a pivotal role in the determination of management practices 

for 'SmaU-business' administrators. WhUe thek preparedness to embrace sport as a 

generic business opens a vista of management practice opportonities, they tend to be 

restrained by thek 'practice' oriented common-sense preoccupation. 'SmaU-business' 

operators stressed the importance of mecHating every practice with common-sense, 

and as one respondent noted, they 'apply a fak degree of common-sense, logic, try to 

remain unemotional, and be practical, factaal and non-judgmental,' arguing that, 

'most basic management practices come fiom common-sense'. However, common-

sense insights are problematic when non-basic management practices are 

encountered. Unfortunately, when a, 'fak degree' of common-sense cannot expHcate 

a cHfficulty, neither wUl an 'extreme degree'. The tendency in these sitoations is for 

'SmaU-business' administrators to ignore non-basic management practices, 

condemning them as merely 'catchwords' or 'jargon', much like thek 'Spot-fire' 

counterparts. 
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So caUed 'catchwords' such as Total QuaHty Management (TQM) are sknply ignored 

by botii 'Spot-fire' and 'SmaU-buskiess' admkkstrators. For tiie most part, when tiie 

'SmaU-buskiess' admkkstrator's common-sense woridview cannot handle certaki 

management concepts, tiiey are deemed appropriate for large, weU-resourced 

organisations exclusively, and are tiierefore relegated to the mdignity of a 'useless for 

us' label. To be classified as useful, management practices not only must fit the 

framework of common-sense, but must also be appHcable ki a day-to-day, priority 

based contingency system. Thus, tiie contingency system has much m common with 

tiie 'Spot-fire' metiiod. The most significant difference is that the 'SmaU-buskiess' 

strategy has a wider base of management practices to select fiom, primarily because 

they wUl consider extemaUy generated methods (providing they are accessible and 

understandable via common-sense), whereas 'Spot-fire' members are too intemaUy 

absorbed to learn from generic business management practices. 'SmaU-business' 

administrators, therefore, 'bring the things that are appropriately programmed to the 

top, then hancUe the rest as it goes', utiHsing whatever management practices they 

deem pertinent, which can cHffer considerably between incHvidual administrators 

'Small-budness' management practices 

Because the contingency approach is used by 'SmaU-business' administrators, thek 

actoal practices thwart categorisation. Management practice within a contingency 

backckop are those which are considered appropriate to the sitoation, making the 

practices used by 'SmaU-business' administrators unpredictable, inconsistent, and 

often non-dupHcable. For example, as one respondent observed, '1 suspect we 

practice some hybrid versions of these theoretical management practices, but I don't 

know enough about them to caU them by thek catchword'. 'SmaU-business' 

administrators also concentrate on the competencies requked for effective practices, 

and have no preference for the processes or outcomes those competencies deHver. 

In practical terms, this means they are more concemed with what has to be done, 

rather than how. As a consequence there are some management practices which 

were universaUy appHed, chiefly because they are precHctably appropriate, such as 

development planning and financial budgeting. Others such as marketing, ttaining. 
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performance measurement, process analysis and human resource management are 

used ertaticaUy. 'SmaU-buskiess' respondents rarely take a complete strategy, instead 

tiiey use fragments of tiie techmques tiiat are obvious, attamable through common-

sense, and that can be used on an imprompto, day-to-day basis. 

Development planning <&finandal budgeting 

The processes of development planning and financial budgeting are simUar to those 

employed by 'Spot-fire' administrators. The difference is in thek relative 

importance. For example, the 'Spot-fire' admkkstrator normally prepares a 

development plan specificaUy for the govemment organisation that provides them 

with thek major source of kicome. In contrast, the 'SmaU-business' admkkstrator 

wUl spend less time on the development plan, because they expect Httie financial 

benefit from the govemment for thek effort. Therefore, the development plan 

written by the 'SmaU-business' administrator wiU be 'short and sweet'. Indeed, six of 

the eight respondents fiom the 'SmaU-business' category mentioned that they, pay 

Httie attention to the development plan, because as one respondent put it, 'it's just to 

try to get some money out of the government', and that they have adcHtional 

planning documents which are the, 'real ones' anyway. These 'real' planning 

documents were usuaUy in the form of elementary business plans, containing the 

rudimentary financial projections and marketing guidelines. In conttast to the 'Spot-

fire' approach, the business plans of the 'SmaU-business' category are 'hands-on' 

documents, and are the only regularly used documentation for any management 

practices. Nonetheless, despite being referred to fiequentiy, they are only formaUy 

updated and recognised on a bi-annual basis. The foUowing observation fiom one 

respondent reveals the significance of planning and budgeting to the 'SmaU-business' 

administtator: 

It's just like running a small budness here. You still have your budness plan, 
not to be confused mth the development plan, which is just hull-shit Of course we 
have the real verdon of the development plan in the budness plan. The budness 
plan also has our budget - it's the same budgeting format as in a small budness. 
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Every week I'm looking at the budget and comparing what we're spending with 
what we 've projected. 

Like 'Spot-fke' administrators, 'SmaU-business' administtators are Hght on detail 

when it comes to planning and budgeting. 'SmaU-business' administtators are 

reluctant to spend a great deal of time planning, and instead, in the words of one 

respondents, prefer to 'come up with an idea, put it on paper, and then do it'. They 

advocate a cHrect approach: as one 'SmaU-business' respondent put it, 'If you want to 

move the mountaki, set the dynamite - don't piss around with it'. In short, they see 

themselves as 'doers' not 'planners'. They argued that they have no time for 

extended planning; that is the reakn of the weU-resourced organisation. 

Marketing 

AU but one 'SmaU-business' respondent mentioned marketing under the 'banner' of 

useful management practices, however, the average view of marketing was narrow 

and vague. Indeed, thek understanding of marketing revolved around two concepts: 

sponsorship and advertising. Apart fiom menial product or service endorsements, 

sponsorships are rare for 'Expansive' organisations with 'SmaU-business' 

administtators at the heHn. For example, the organisation may receive sample 

products and services for member's use, or a corporation may sponsor a specific 

event. However, substantial sponsorships remain an elusive and inconceivable 

ckeam for most 'SmaU-buskiess' administtators, and only one respondent fitting the 

'SmaU-business' category was employed by an orgaiksation that had such a 

sponsorship. The remaining respondents were ttansfixed with the possibiHty, as they 

beHeved it could revolutionise thek organisation, but were ultimately pessimistic 

about thek chances. The typical beHef was that thek sport was too smaU and 

insignificant to generate sufficient media interest, which would in turn atttact 

corporate attention. The result is that whUe every administtator described the 

importance of obtaining sponsorship, none actively spent much time pursuing it. 

Furthermore, none reaUy knew how to pursue it, beyond sending formal proposals 

232 



to corporations tiiat may have a vague kiterest m tiie organisation, or estabHshmg a 

powerful 'contacf tiiat may lobby on tiie organisation's behalf. Ultimately, 'SmaU-

business' respondents argued tiiat tiiey would Hke to spend more time trykig to find 

sponsors, but were too busy deaHng with tiie fundamentals of rumkng an office. 

Sponsorship pursuit was as much a 'fantas/ as a management practice, but did not 

prevent some 'SmaU-buskiess' administtators fiom 'novel' methods of attracting 

sponsors: 

Traditionally we have tried to get sponsorship by sending letters to major 
companies like Coke and Nike, but I don't think it works that way. This time 
we're going to try raffles and get ten flagship sponsors. I like the idea of a sponsor 
raffle because it's fairly easy to do. We need some sponsors to provide some 
products. Instead of approaching sponsors for five or ten or twenty thousand 
dollars worth, we try to get one grand or 500 dollars out of them, and then raffle 
off a majorprit!;e. We need to think laterally about the way we can offer services to 
sponsors. 

WhUe 'SmaU-business' administtators cHsplayed some appreciation of advertising, 

thek promotional practices tended to be sporacHc, 'aU or nothing' ventures, centtaUy 

determined by the amount of surplus money avaUable. The infiequent nature of the 

advertising campaigns underHes the 'SmaU-business' contingency/common-sense 

view of management practice, which in this case, was a function of the availabUity of 

surplus funds rather than the result of a preferted marketing mix. Nevertheless, 

when advertising is undertaken, it is done inexpensively and, usuaUy at the local and 

community level in the print rather than electtonic media. None of the eight 

administtators in this category budgeted for advertising; it is seen as a 'bonus', as one 

respondent noted, another 'luxury weU-resourced organisations can employ'. The 

only consistent advertising or marketing technique they utiHse are maU-outs to thek 

present members, which involves sending promotional Hterature to thek members in 

the hope of consoHdating thek memberships, enticing them to undertake adcHtional 

activities, and to atttact new members through 'word of mouth'. 
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Training 

Training was another area considered to permanentiy qualify for useful management 

practice statos by six out of the eight respondents, although its inclusion was based 

more ki an ideal ckcumstance than in reaHty. Staff ttaining was considered to be an 

ongoing necessity in an ideal scenario, where staff would undertake re-ttakkng and 

specific professional development every year. However, in practice Httie money was 

budgeted for this, none of the administtators considered it a priority, and it was 

rarely foUowed through. 

Performance measurement 

Performance measurement was in some manner or form, included as a useful 

management practice by aU eight 'SmaU-business' administtators. Along with 

process analysis, performance measurement was employed in an eclectic and 

sitoational form, and was rarely identified as a formal process. According to the 

respondents, performance measurement was a common-sense notion, and several 

were surprised to cHscover that there was an 'official catchword' for what they had 

been doing for years. When asked how they go about measuring the performance or 

success of thek organisations' programs and services, they pointed to three distinct 

indicators: first, participation rates; second, eHte success; and finaUy, annual income. 

However, none of these kicHcators were documented or prioritised, and performance 

was determined somewhat arbittarily. Respondents had general figures in mind that 

would represent success or faUure respectively, but none were recorded, leaving 

them with only a general picture of performance. 

Process analyds 

Process analysis was another useful management practice utiHsed superficiaUy, and in 

most cases unconsciously. AU respondents described what can be classified as a 

mdimentary form of process analysis. NormaUy, respondents explained that they 

dissected thek programs when they went overtiy right or wrong, in a reductionistic 

attempt to locate the source of the problem or success. For example, ki the event 
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that a tournament atttacted more spectators than in previous years, the administtator 

would reflect on what was done cHfferentiy so that it could be done again. No 

respondents used a systematised approach to process analysis, and mostiy, they 

cHdn't even reaHse they were doing it at aU. 

Human resource management 

In the eyes of 'SmaU-business' respondents, human resource management boUs 

down to the single practice of dealing with volunteers, maintaining that effective 

management of volunteers is a procHgious undertaking. However, respondents were 

unable to provide any detaUs associated with practices for effective volunteer 

management beyond useful skUls and personaHty ttaits. One respondent drew the 

foUowing conclusions: 

The process of managing volunteers is one that is a hurdle for many. That's where 
the bluest skill is being able to work with the people you've got in. You have to 
be tolerant, hut also firm and directing. Forget all the other theory, if you can't 
work with your people, you're not going to win. You have to encourage the system 
to go on and work. 

Concludon 

'SmaU-business' management revolves predominantiy around a contingency 

approach to management practice where practices are appHed on a sitoational basis. 

In accordance to thek common-sense viewpoint, no practices were classified as 

'professional', kistead identifying 'useful' practices includkig mdknentary forms of 

planning, budgeting, marketing, ttaiikng, performance measurement, process analysis 

and human resource management. In every case, common-sense, rather than theory 

was seen to be the best way to achieve effective outcomes. 
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4.5.6 (III) Industry'management 

Introduction 

The thkd category of management practice is 'Industry', which accounted for eight 

respondents. Administtators fitting into this 'Industr/ fiamework were employed in 

organisations characterised by thek relatively impressive size, turning over more than 

one miUion dollars annuaUy, and where day-to-day operation is the exclusive domain 

of the paid administtator. However, 'Industry' organisations are also typified by thek 

extemal organisational dkection and intemal industry dkection, and thek heavy 

reHance on govemment finances. 'Industry" administtators are cHstinguished by thek 

theoretical best-practice perspective on management practices and thek fundamental 

assumption that sport is a unique form of buskiess. As a result they beHeve that 

there is a set of definite and specific professional management practices which are 

universal and unchanging, however, they also argue that these professional 

management practices, although cHstinct and cHscrete, are exclusive to the sport 

industry, and cannot be appHed to any business. The coroUary of this argument for 

'Industry' administtators, is that professional management practice in 'other', non-

sport related businesses are inappropriate and cannot be used in sporting 

organisations, without jucHcious mocHfication. 

The 'Industry' category tends toward a UtUitarian-social outiook on professional 

management orientation. As has been explained ki section 4.3 of this chapter, sport 

as unique business foUowers are incHned toward a Social orientation, and advocates 

of sport as a generic business, a rationaHst orientation. This ttanslates to mean that 

unique business, and ki tiks case 'Industry' admkksttators, emphasise a process 

management focus and a conduct professionaHsm focus. The utUitarian model takes 

an outcomes achievement focus and a conduct professionaHsm focus. Therefore, an 

'Industry' admkksttator is essentiaUy conduct focused, witii tiie possibUity of 

accentoating both or either of process and outcomes, sttesskig how management 

practices are undertaken witikn tiiek set of predetermkied professional practices. In 

addition, both process and outcomes techniques are components of the 'Industry' set 

of professional management practices. Chart 4.7 Ulusttates tiie features of tiie 

'Industry' professional management approach. 
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Table 4.7 - Industry' professional management 
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The set of professional management practices described by 'Industr/ respondents is 

based on tiuree fimdamental fiinctions: first, development plamkng; second, financial 

management; and finaUy, marketing management. Several otiier practices were also 

described, but were mostiy mentioned by only one respondent, and have not been 
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discussed. In adcHtion, within tiie 'fundamental tiiree' practices named above, there 

are several common sub-practices, which have also been detaUed. 

An Industry'approach to best-practice 

'Industry' respondents argued that best-practice does exist, and can be appHed to 

sporting organisations. These 'best-practices' when placed within a management 

practice backckop, become professional management practices, and as a result, 

'Industry' respondents used the terms best-practice and professional practice 

interchangeably. Where 'Spot-fire' and 'SmaU-business' respondents beHeve that 

common-sense drives professional management practice, 'Industry' administtators 

argue that the best-practices for the job determine professional management 

practice. 

The argument, according to 'Industry' respondents is that, 'best' (professional) 

practice is a misunderstood concept. As one 'Industry' general manager pointed out, 

'People take the notion HteraUy and think that it can apply an3rwhere, but it is not a 

Hteral concept'. It is not a standard set of best (professional) practices, it is an 

assemblage of expHcit practices, generaHsable for the industry only. As a result, some 

practices that work in standard business scenarios do not work in sport organisations 

because of thek pecuHar structure and operation. The most common examples used 

to iUusttate this point revolve around these 'unique' characteristics of sporting 

organisations, as the foUowing comments fiom the 'Industry' chief executive of an 

'Insular' organisation highHghts: 

It's contextual and dtuational depending on the industry and the typical resources 
and processes the organisation has in place I've had the same discus don with 
budness people who say we should incorporate certain budness practices. But it's 

just like saying, O.K. lets buy a full forward, and we 'II win the flag. It's just not 
that dmple in port. There are rarely processes that will lead to spedfic and 
predictable outcomes. It's because oflenyou are dealing with factors outride your 
control So what I do is control what I can, and not panic over what I can't 
control There are a group of profesdonal or best practices - whatever you want to 
call them, and they revolve around what you can control How do you work a 
management approach mth emotional drcumstances^ You have to foster a mn-
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mn dtuation, for the benefit of everyone You don't do that in budness, you try to 
win, and stuff everyone else. 

The above comment also Ulusttates tiie 'Industry' mcHnation toward humanism. 

Respondents were frequentiy mercUess ki condemning otiier admkksttators and 

organisations tiiat were rationaHst, and more concemed with achievmg objectives 

tiian 'win-loss' scenarios. 'Industry' respondents, whUe occupied with the acquisition 

of 'win-wki' outcomes, tend to ultimately settie for utUitarian results. In other words, 

they wiU try to obtain a result that satisfies the greatest good for the greatest amount 

of people. 

The 'Industry' professional management approach concenttates on three common 

processes. One 'Industry' respondent summarised them succinctiy: 

Profesdonal budness management is forward thinking or planning, finandal 
stability, and attracting money and more customers through good marketing. For 
me, all management processes come from those fundamental profesdonal practices. 

Industry professional management practices: The 'fundamental-three' 

1. Development planning 

The basic concept of the development plan has been loosely described in the 

previous two sections, however, the 'Industry' administtator's appHcation of 

development planning is considerably more complex and evolved than either the 

'Spot-fire' or 'SmaU-business' administtator. Within the 'Industry' management 

approach, development planning is a formal, cHscrete and obHgatory practice, 

endorsed universaUy and undertaken vigorously. 

A development plan therefore, according to 'Industry' respondents, is an official and 

expHcit document which systematicaUy outlines what one respondent named 'an 

organisation's purpose and objectives,' within a commercial and cultural fiamework. 

Contained within this framework are methodological sttategies that detaU the actions 

requked in order to reaHse specific objectives. WhUe the theory and the structure 
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remaki tiie same, tiie deptii and detaU tend to vary fiom organisation to organisation. 

In general, however, whUe 'Spot-fire' and 'SmaU-busmess' admkksttators (and 

'Inttoverted' and 'Expansive' organisations, respectively) find Httie time for tiie 

development plan, 'Industry admkksttators sttess tiie significance of tiie practice, 

and subsequentiy invest a considerable amount of time in the endeavour. In the 

words of one respondent, 'with tiie big picture ki front of you, where you're gomg 

ten years down the ttack, you can't skknp on detaUs'. Indeed, tiie detaU of tiie plan is 

considered kitrinsic to ks success. Every last detaU should be documented, but rarely 

is, due to the time requirements associated with the formal planning process. Three 

out of tiie eight respondents argued tiiat sport is inherentiy too dynamic to plan to 

the last detaU, whUe the remakider argued that whUe tiie 'power' of documentation is 

formidable, the time input is not always commensurate with the results, especiaUy 

where there are many unknown variables, as they maintain there are in sport. For 

example, objectives involving eHte or club performance are considered cHfficult to 

document, as one chief executive commented: 

In sport sometimes you can put it on paper and sometimes you can't, although I 
do acknowledge that there is a growing trend toward documentation. The more 

formalised you get the more time consuming^ and that is tricky when you're dealing 
with dynamic and explodve drcumstances like sporting contests. 

It is interesting to note that a preoccupation with the dynamic tendencies of sport is 

exclusive to the 'Industry' admkksttator. Ultimately, however, it doesn't affect thek 

planning capability or its perceived importance, beyond a restriction on its detaU. In 

conttast, 'Spot-fire' administtators, although holding the same fundamental 

assumption that sport is a unique form of business, are totaUy unable to find the time 

and resources to undertake any form of planning, aside from the basics provided to 

the govemment. Surprisingly, no 'Spot-fire' respondents mentioned the 'dynamic' 

tendencies of sport, probably because they have no time for any management 

practices other than those which keep them operational. 
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Whyplan^ 

Accordkig to 'industry' respondents, development planning is important for several 

reasons: firstiy, it gives an organisation dkection, and a practical method of moving 

toward that dkection; and seconcUy, it is a necessary requkement in order to receive 

govemment funding. UnHke the plans submitted by some 'Spot-fire' and 'SmaU-

business' administtators, the 'Industr/ development plan is undertaken with the 

intention of being appHed for both tiie organisation's use and for govemment 

approval. In order for an orgaiksation to proceed toward its mapped objectives, it 

requkes a 'compass' from which to navigate. The development plan serves as a 

gmde for an organisation to ttavel from its present position to a predetermined 

sitoation at some specific future time. 

Every 'Industry' respondent gave equal weight to the govemment dimension of 

development planning, as to the practical side, and in real terms, administtators plan 

for 'show', as much as they plan for thek own future. This fact lends crecHbUity to 

the argument that sport is a unique business entity, as administtators spend more 

time on the development plan than they would if it wasn't intrinsic to the acquisition 

of the majority of thek funding. After aU, as one 'Industry' respondent commented, 

'how could you not spend more time on it than you otherwise would, when it's 

necessary for more than half of your income'. Presumably, this is part of the 

government's sttategy in demanding the plan with submissions. 

How is planning done? 

'Industry' respondents described five cHstinct steps associated with designing and 

documenting development plans. In order they were; first, estabHsh mission; second, 

conduct a SWOT analysis; thkd, take action; fourth, measure the results of the 

action; and finaUy, achieve the vision. WhUe these five stages are sequentiaUy 

undertaken, they are not completely independent as the process cannot begin untU 

each step has been rigorously defined. The most common example respondents 

used to demonsttate this point concerns the long-term objectives or vision of an 

organisation. An organisation cannot determine any actions untU it has firmly 
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decided where k wants to go. Chart 4.8 highHghts tiie five stages to development 

planning, as advocated by 'Industry' respondents. 

Chart 4.8 - The planning process for 'Industry' management 

I MISSION 

SWOT 

ACTION 

PERFORMANCE 
MEASUREMENT 

VISION 

(a) Misdon 

According to one respondent, an organisation's mission 'reveals its purpose and 

reason for existence'. It is a statement that cleariy defines what an organisation was 

set up to achieve, what general services or products it provides, and to whom it 

provides them. A mission is typicaUy expressed in an official and documented form. 
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named by aU eight respondents as a 'mission statement'. The mission statement is a 

concise proclamation declaring an organisation's vocation, and ranges in size from 

one sentence to one paragraph. 

(b <& e) Vision 

Although the vision is the final destination of a successful development plan, it 

logicaUy foUows on from the mission statement. Where die mission describes the 

relative position and function of an organisation in the present, the vision describes 

where an organisation would Hke to be in the future. Similar to the mission 

statement, organisations write vision statements which reflect thek desked future 

positioning. Respondents cHdn't provide many detaUs concerning the components 

of vision statements, although every organisation possessed one and they varied Httie 

in length and content, as a result of foUowing the outline provided by govemment 

examples. AU vision statements were consistent with the length and format of the 

mission statement, with the vision set for either four years, in aHgnment with the 

Olympic cycle, or three to five years, for non-Olympic sports. 

The term 'vision' was also used in another context; as a verb rather than a noun, in 

order to describe the practice of looking ahead to the future in order to anticipate 

changes and to make contingency plans. Thus, in order to develop a development 

plan, an administtator must be able to appreciate the context in which the plan is to 

be formulated. Of course, this context is mecHated by the fact that 'Industry" sport 

administtators view sport as a peerless context, singular and incomparable. The 

purpose of visionary contemplation is to ensure that the organisation remains aware 

of its envkonment, and in the words of one 'Industry' respondent, 'so that its 

members are not cHsadvantaged, and most of them can be satisfied by the services 

they receive' (a common UtiHtarian-social comment). Another 'Industry' respondent 

commented on the importance of planning: 

What's important to the planning process? The ability to look into the future; 
(being) a vidonary. I can't believe that any manager worth his salt is not a 
vidonary, 'cause all they're doing is going through the motions otherwise You've 
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got to be looking for ways in which you can be better, ways you can be increadngly 
competitive, and also keping in tune with your client-base After all if we stuff 
them up, we violate our whole misdon anyway. 

(c) SWOT analysts 

The SWOT analysis is a technique used to facUitate and succour the planning 

process, by providing an examination of the organisation's sttategic position or 

immediate envkonment. It was considered of fundamental importance by every 

'Industry' respondent, and was subsequentiy described in detaU. The SWOT 

technique is a method of analysing organisations fiom the perspective of 

understanding the sttengths, weaknesses, opportunities and threats they possess and 

face. The practice is generaUy referred to by its acronym, SWOT. 

The SWOT analysis is divided into two components, firstiy, the intemal analysis 

(sttengths and weaknesses) and, secondly the extemal analysis (opportunities and 

threats). Intemal in this sense refers to the organisation's own competencies, 

measured in terms of a sttength or a weakness, and extemal relates to factors outside 

and beyond the organisation's dkect conttol, and is measured in terms of 

opportonities and threats. The SWOT analysis is the point in the planning process 

where the administtator conducting the analysis attempts to identify what thek 

organisation does outstandingly weU and bacUy, what its special abiHties and 

cHsabUities are, and where it advantages and cHsadvantages He compared with its 

competitors and with previous or future positions. 

In explaining the SWOT procedure, six of the eight 'Industr/ respondents 

emphasised the importance of taking an 'hoHstic view', one stating for example that, 

'it is knportant to remember that what we are looking for are major factors that may 

condition the organisation's destiny for many years into the future'. These are 

unique features of the orgaiksation which wiU cHstinguish it from other organisations 

and mark it out from the norm. Accordingly, k is unHkely that the organisation has 

more than six to twelve sttengths or weaknesses of that magnitode. Respondents 

incHcated that a detaUed analysis is not appropriate at tiks stage, but rather the 
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objective is to obtain a broad, 'coarse-grained' picture of an organisation's dkection. 

In the words of one 'Industr/ respondent, 'we don't want to get tied down with its 

day-to-day concerns'. 

To combine incHvidual definitions, a sttength is a resource or capabiHty that the 

organisation can use to achieve its mission, whUe a weakness is a Hmitation or 

inadequacy that wUl prevent or hinder the mission fiom being met. An opportunity 

is a favourable sitoation or occuttence provided by others or by ckcumstance which 

can be exploited by the organisation to enhance its capacity, and a threat is an 

unfavourable sitaation which wiU make it impossible, or at least, more cHfficult for 

the organisation to achieve its mission. WhUe the S/W analysis is undertaken inside 

the organisation, the O / T analysis has its focus on the envkonment or context in 

which the organisation fimctions. Here the ttends and events in the envkonment 

which might have a major effect on the performance of the orgaiksation are 

documented. Most of tiiese are potentiaUy in the future and again there is likely to 

be no more than six to twelve. The major cHfference between this part of the 

analysis and the former, is that the S/W analysis is undertaken within a context that 

is finite; the organisation, whereas in conttast, the O/T analysis is conducted 

throughout the entire envkonment and in the foreseeable future, which according to 

respondents makes this component of the SWOT technique far more complex, 

demanding a wider vision and more time. SWOT analysis' are undertaken yeariy, in 

concert with reviews of the development plan. 

(d) Action 

The SWOT analysis aUows an administtator to make assessments concerning 

possible courses of action. This thkd stage of development planning has two parts, 

the first requiring the formulation of specific and necessary actions that wUl lead to 

the acquisition of the vision, and the second involving the implementation of those 

action plans. This area is the most haphazard and informal of any advocated by 

'Industry' administtators, with few apparent similarities between any of the 

respondents' approaches, beyond a general incHscriminate and casual lack of 
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stmcture and method. A review of 'Industty'/'Insular' development plans revealed 

that the documented action plans aU, in accordance with govemment submission 

specifications, described thek objectives, and provided page after page of necessary 

concHtions for the accompHshment of those objectives, but rarely contained any 

specific activities or actions to be undertaken. Thek action plans were, in reaHty, 

sttategies, but in order for sttategies to be successful some action is requked, 

however, actions were only detaUed in one of the eight development plans. For 

example, in one development plan, where the objective was to develop a new 

program, the sttategy stated that this would be achieved by mcreasing profits in 

order to fund it. What wasn't detaUed is how. To make matters worse, sometimes 

these plans were ckcular in logic, for example: a new program AXTUI be funded by an 

increase in profits, and profits wUl be increased because there wUl be an increase in 

members, and membership wiU increase because of the inttoduction of a new 

program. A more accurate plan would have the foUowing causaHty, for example: a 

new program wUl be kittoduced, which wiU be funded by an increase in profits. 

Profits wiU increase because the govemment wiU provide the money. The 

govemment wUl provide the money because the sport's development plan is more 

impressive and ambitious than ever before. 

When asked why thek development plans contained so Httie detaU concerning 

specific actions, respondents cited two reasons: first, as one respondent commented, 

'the actaal implementation of the plan depends on whether there is money. Money 

comes from the govemment and the govemment requkes a development plan'. 

Respondents therefore reasoned that they shouldn't write the detaUs untU they've got 

the financial support for thek plans. After all, if the money doesn't come through, 

or is cut in some way, as another respondent put it, 'then the whole plan is out the 

window anyway'. Second, admkksttators beHeve that the nature of the sport 

industty is so changeable and sitaational that it wUl inevitably cormpt any detaUed 

plans, leading them to question the usefulness of writing them. Thek argument is 

that they are, as one respondent put it, 'working the system'. 
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Despite the lack of documented detaUs concermng action plans, some forms of 

action are taken, or else notikng would ever change, and 'Industry' admkksttators 

would sknply akn to makitaki tiie statas-quo. However, tiks is not tiie case, as 

some 'Industry' organisations and administtators are highly successful; tiiey must get 

tiikigs done, altiiough tiks research cannot explaki precisely how. Presumably, tiiey 

do take action toward tiie dkect fulfiHnent of thek objectives, but when asked 

exactiy how, respondents explained tiiat tiiey possess a number of action plans ki 

thek minds, and depending on the scenario, put the appropriate one mto operation. 

Because tiie exact 'scenario' is typicaUy determined, 'at the last mkiute', they do not 

bother documenting thek plans. 

(d) Measuring performance 

Measuring the effectiveness of the plans once they were implemented was a 

component of development planning mentioned by aU 'Industr/ respondents. They 

suggested that performance incHcators or measures must be contained in the plan so 

that there is some means of objective evaluation of an organisation's success in 

achieving its goals. Performance incHcators or measures are precise, usuaUy 

quantifiable gauges that can be consistentiy identified. 'Industry' respondents 

employ four common performance measures which cortespond with typical 

objectives that sport organisation's pursue. They are; first, participation rates; 

second, membership rates; thkd, eHte success; and finaUy, financial statas. 

Participation rates are estimated based on attendance figures (the club equivalent is 

spectator numbers), and membership is measured precisely and dkectiy as a number. 

EHte success is measured in medals, win-loss ratios and rankings, whUe financial 

statas is measured in terms of profits or losses, and assets and HabiHties. None of the 

'Industry' respondents provided any further performance measures in the 

development plan. Goals were defined either in terms of a number, for example, 

1,000 members; a percentage of previous amounts, for example, twenty percent 

increase in participation rates; or in vague stipulations, for example, to make a profit 

instead of a loss. 
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2. Finandal management 

Stability and beyond 

It has akeady been estabHshed ki previous sections of this chapter that the financial 

position of a sport organisation is ks most basic and primary concem. WhUe 

'Industry' admkksttators are in a more secure position than most others, thek 

existence and continuing financial stabUity is heavUy dependent upon extemal 

revenue sources. As a result, they rigidly foUow financial management practices. 

The idea of being relegated kivoluntarUy to the bottom of the pecking order as a 

result of a lack of govemment support is anathema to them, and financial 

incompetence is the principle cause of govemment funcHng withckawal. The 

importance of financial stabiHty is acknowledged by the comments foUowing fiom 

one respondent, where she goes so far as appreciating a common budness practice: 

...you must follow business prindples of finandal stability. No budness can plan 
ahead without the fundamental balance of income and expenditure that comes 
with finandal stability. We do that by a well planned rigorous budget which we 
stick to almost exactly. We don't go over budget 

Financial management is the only area where 'Industry' (sport as unique business 

advocates) conceded the dkect appHcation of a business principle, without the need 

for major 'adjusting'. Nevertheless, they cHd point out that there are ample 

conttarieties between the objectives of non-sport businesses in financial management 

as compared with sport-based businesses. For example, every respondent in the 

'Industry' group maintained that a sport organisation should uphold what several 

respondents termed a, 'break even budget poHcy', a procedure diametrical to the 

ttacHtional business mission covertiy described by one respondent with an 

accounting background as 'nummular aggregation'. 'Industry' sport administtators 

try to avoid the term profit, because as one respondent put it: 'It tends to make 

volunteers and members nervous'. 

ParadoxicaUy, financial management may be one area where 'Industr/ sport 

organisations utiHse a deviant methodology to other businesses. Five of the eight 
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'Industry" respondents described how, in order to maintain an even budget, they, as 

one respondent stipulated, 'anticipate expenckture and adjust income accorcHnglv', 

usuaUy by increasing or decreasing club or member affiliation fees. The more money 

the organisation obtains from the govemment or from sponsors, the more 

subsicksation the clubs and/or members receive, the process undertaken as much to 

avoid the prospect of a profit, as a loss. The term profit is never used by 'Industry' 

administtators, the preferred term is surplus. It is sometimes considered 

inappropriate to generate a 'surplus', because as one respondent put it, 'we don't tr)-

to make a profit and I don't think that we reaUy should'. Many members are bitteriy 

anti-profit, and the declaration of a surplus makes them feel exploited and 

overcharged, as highHghted by the foUowing comments made by an 'Industry" 

respondent: 

I'd like to have at least one venture that is profit making. But many of the 
shareholder clubs are anti-that, because we are a non-profit organisation. Our 
purpose is not to make millions, and in order to do that we 'd need to take risks 
mth other people's money. So, ultimately the only safe bet is a balanced budget 

An 'Industry' administtator wUl go to any lengths to acquke a balanced budget, and 

konicaUy this sometimes involves spending money as rapicUy as possible, because 

when 'Insular' organisations begin to accumulate a reserve of money, the 'Industry' 

administtator begins to feel nervous. They fear tiiat if tiiey haven't spent tiie money 

aUocated to them, they wUl receive less fiom tiie government tiie next time around. 

The 'Industry' acknkksttator would feel more secure tiirowkig the organisation kito a 

smaU debt to finance a special project, such as a junior development program, an 

event, or even the purchase of a faciHty, rather tiian declare a large operating surplus. 

However, they would never deHberately aUow a substantial debt to be recorded, 

unless k was a 'one-off investment, witii measurable retums dkectiy for tiie 

members. For example, one respondent described how she wanted to hke a 

marketing manager, but ki order to finance tiiek salary, members would have to pay 

a ten percent kicrease m fees. However, tiiat ten percent mcrease could not be 

inttoduced on what members saw as her 'whkn', ratiier, k had to be justified to tiie 
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members in a tangible and specific way, forcing her to argue convincingly that the 

mttoduction of a marketkig manager would generate an additional amount of 

income that she could ultimately use to decrease membership fees. 

Fkiancial management is rarely the exclusive domaki of 'Industry' respondents, who 

were aU administtative 'heads' of thek organisations. In fact, every 'Industr/ 

respondent in this research eiiHsted the services of an accountant and/or financial 

planner, and typicaUy had at least one accountant on staff The respondent's role 

was normaUy to take an overaU view and to make decisions concerning the general 

financial management of the organisation. As one respondent commented, the 

'detaUs are handled by the accountants'. 

Finandal management practices 

'Industry' respondents use a number of 'standard' financial management practices, 

but in general were unable to provide substantial detaU on either what they 

encompass or what procedures are employed. The 'Industry' administtator does not 

concem themselves with the detaUs of financial management, because they are not 

requked in govemment submissions. As a result, 'Industry' administtators are 

chiefly concemed with the financial information deHvered to the govemment and to 

members, which are the financial incHcators of the organisation's performance, and 

appear in the form of financial statements. These include; first, the profit and loss 

statement; second, the balance sheet (assets and HabUities); and finaUy, the cash flow 

statement. 

The importance of finandal statements 

According to respondents, financial statements exist to provide information about 

the financial statas of an organisation to those extemal to it, in this case, the 

members of the organisation and govemment and commercial sponsors. 'Industr/ 

administtators would possibly argue that it reaUy doesn't matter what the reaHty of 

the organisation's financial sitaation is, rather what matters is what it is perceived to 
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be, by its owners and investors; the members and the government/sponsors, 

respectively. That is not to say that they are in the habit of misrepresenting or 

manipulating the figures contained in thek organisation's financial statements. 

Instead, thek financial management emphasis is on financial statements rather than 

on financial management processes, such as bookkeeping. In other words, they are 

more interested in indicators of financial performance in preference to indicators of 

financial processes, and tend to be more outcomes driven in thek financial 

management than they are in any other management practice. For example, thek 

development plan is heavUy weighted toward processes of achievement, whereas in 

conttast, thek financial planning concenttates on performance incHcators, the 

outcomes of management. Nonetheless, 'Industry' respondents maintain that the 

fundamental purpose of financial statements is to provide data upon which to base 

decisions. 

Profit and loss statement 

The selectively termed the income and expencHture (revenue) statement periocHcaUy 

reports the results of operating a business, and under normal ckcumstances, is 

formaUy documented on an annual basis. The two major components of a profit 

and loss statement are revenue and expencHture. Revenues according to one 

respondent includes 'any earnings associated with the operation of the organisation', 

whUe expenses are the costs incurred as a result of operation. Revenues are generaUy 

obtained from the provision of services m sporting organisations, but in order to 

provide services there are certain costs, or expenses, as weU. Thus, the profit and 

loss statement gives an incHcation of the profitabiHty and viabUity of die provision of 

services, and provides a breakdown of the various costs and kicomes associated with 

the deHvery of a sport organisations' services. In this sense k is useful for an 

organisation to determine the areas of primary expencHture and revenue. 'Industry' 

respondents described three chief expenses ki sport services (none mentioned aU 

tiiree, but four out of eight described two). They were; first, actual service costs; 

second, adnknisttative costs; and finaUy, resource costs (tiiese names were given by 

tiie researcher, not the respondents, for the purpose of clarity). Actual servLce costs 
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includes the expenses incurred as a cHrect result of services deHvered, such as ki an 

event, including facUity hkkig fees and referees for example, whUe administtative 

costs are those generated fiom the general operation of the orgaiksation, such as 

salaries, office lease, utUity biUs and stationery, for example. FinaUy, resource costs 

are those expenses caused as a result of the extemal acquisition of resources. This 

can come in the form of interest paid on bank loans, or resources committed to 

sponsorship agreements, such as the provision of seating, tickets or personnel that 

would normaUy be occupied elsewhere. In adcHtion, resource costs can be incurred 

by aUocatkig money, time and personnel as one respondent's described it, 'in 

satisfying the poHcies and poHtical whims of govemment agencies'. 

The balance sheet 

The balance sheet incHcates the balance of economic resources in the form of assets 

and HabUities. Assets refer to items of monetary value owned by the organisation or 

owed to the organisation. LiabUities, on the other hand, are the amounts owing to 

crecHtors for goods or services received or borrowed. Respondents described a 

common method of classification of assets; by HquicHty, which is a measure of how 

rapicUy an asset can be converted into cash and was accepted as a common and 

standard method. Assets can be either current, which means they can be converted 

comparatively rapicUy (less than one year approximately) such as cash, stocks and 

debts, and fixed or non-current (the terms were used interchangeably), which are 

intended for continuing use instead of conversion to cash, such as faciHties or 

eqikpment. 

LiabiHties were classified accorcHng to the urgency with which they must be 

removed. Current HabUities must be cHscharged imperatively, and include such items 

as short-term loans and tax, whereas, in conttast, deferred or non-current HabUities 

are not urgent and kiclude aU other debts tiiat do not requke repayment inside 

approximately one year. 
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Cashflow statements 

Cash flow is a measure of HquicHty, rather than profitabUity, and ttacHtionaUy, 

according to 'Industry' respondents, cash flow statements have not been part of 

sporting organisation's financial statements. However, this has changed in recent 

years, as asset wealthy sport organisations have cHscovered that they requke a steady 

flow of cash to pay suppHers, crecHtors and employees. LiquicHty is a particularly 

useful measure for 'Industry'/'Insular' (and many other) sport organisations, because 

rarely do they have a constant or consistent cash flow. Instead, thek income is 

predominantiy acquked through lump sum payments at particular times in the year, 

correlating with membership payments, govemment grants or sponsorship revenue. 

The net result, is that thek 'turnover', or total or gross income is large, but thek 

cashflow is kregular, and often generated over a period of several months. 

Subsequentiy, 'Industry' respondents argued that they have ttacHtionaUy sought to 

deal with the major expenses of the organisation at 'convenient' times of the year, 

but as they have grown to meet the demands of increased professionaHsm, thek 

expenses have become more regular. Staff, for example, expect to be paid 

fortnightiy, and if the cash isn't avaUable, there are serious ramifications. To combat 

this problem of cashflow, 'Industry' respondents opt to employ cashflow statements 

to increase thek awareness of the sitaation. The result has been several common 

practical measures, including an attempt to persuade member clubs and incHviduals 

to pay thek membership fees in parts, usuaUy quarterly, which has not been entirely 

successful, as many pay late, and end up months behind. The organisation then has 

to spend its resources, 'chasing' members, Hke debt-coUectors, which is 

unproductive. They also encourage members to pay 'up front' at the beginning of 

the year, encouraged by a discount of between ten and twenty percent, rationaHsed 

by the fact tiiat normaUy membership fees are paid toward tiie middle or end of tiie 

year. Organisations would prefer them earHer rather than later, as the money lost 

from the discount is more than compensated by the resources saved from chasing 

late payments. In adcktion, the money is invested, on a short-term basis, until it is 

requked. 
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3. Marketing management 

Almost the'four P's' 

The thkd of the fundamental three practices advocated by 'Industr/ respondents 

was marketing management. AU eight of the respondents in the 'Industry' category 

accentaated the knportance of developing appropriate and effective marketing 

sttategies, however, none inttoduced the ttacHtional marketkig concept of 'the four 

P's': price, place, promotion, and product, in order to determine thek marketing 

'mix'. However, in deciding thek incHvidual marketing sttategies, they each described 

several of the four P's. No single administtator mentioned aU four, and aU tended to 

concenttate on specific elements within each of the sttategies they sanctioned. For 

ease of analysis, the marketing practices endorsed by 'Industry' respondents have 

been segmented accorcHng to thek relative place within the four P's. WhUe it may 

appear that order and categorisation have been imposed presumptaously given the 

fact that no respondents mentioned the four P's dkectiy, 'Generic' respondents, 

described in section 4.5.9, developed the concept considerably. With this in mind, 

comparison between 'Industry' and 'Generic' administtative techniques is facUitated 

within this format, although a detaUed description of the four P's has been left within 

the 'Generic' cHscussion of marketing practices. 

Service (product) 

Respondents accepted the cHfficulty of marketing sport senaces for organisations 

that rely upon team or eHte success, due to the intangible nature of the product, 

namely spectator entertainment. However, few 'Industry" administtators work for 

organisations with such cHfficulties, Hke those faced by a national league club. As a 

result, 'Industry' administtators concenttate on the services they provide in terms of 

a simple ttansaction, and as one respondent put it: 'We provide sknple services ki 

exchange for membership fees. Our product is the sport itself, and that is largely 

self-regulating'. The upshot of this cHsinterest in the peripheral issues of the sport 

product/service is a definite focus on being appropriately compensated for what is 

provided. 
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Price 

To ensure that payment is commensurate with the value of the services deHvered, it 

was argued that time needs to be invested in determining the appropriate price. This 

is especiaUy laborious as 'Industry' administtators seldom wish to achieve a profit, 

and subsequentiy must aUocate time and resources to calculating the precise value of 

tiiek services. AccorcHng to respondents, too high a valuation, 'wUl lead to a 

membership outcry', as profit-making is frowned upon, and too low a valuation wiU 

inevitably lead to a budget shortfaU, and, 'cries of incompetence'. 

Advertidng (promotion) 

'Industry' administtators tend to rely on the media for advertising, and do not 

typicaUy spend money on print or electtonic media promotion for either the sports 

they govern or the services they furnish. However, they do Haise with the media in 

the hope that they wUl be interested enough to report the major events they co­

ordinate. However, the mecka, in general wUl not provide this 'free' coverage unless 

it is of national importance, which in practice means that AusttaHa must be a leader 

in the sport, or is expected to perform impressively in the event. 

'Industry' administtators do beHeve in spending a certain amount of money on 

advertising within the organisation, with the objective of highHghting to members 

new and expanded services and programs. In addition, they spend a considerable 

quantity of money funcHng junior development and talent identification programs in 

schools. This is what one respondent identified as thek, 'bounty for the future'. 
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sponsorship (promotion) 

Chasing and obtaining sponsorship is of Httie knportance to the 'Industry' 

administtator, because despite the fact that they always want to increase thek 

income, they do not devote much time to actively pursuing sponsors. However, aU 

of the eight 'Industry" respondents had been involved in securing sponsorship in one 

form or another. Because of the statas of thek sports, they generaUy found it 

relatively easy to acquke smaU sponsorship deals, and often it was the sponsors who 

had made the initial approach. As sponsorship money or equipment is what one 

respondent termed, 'icing on the cake' in terms of necessity for the organisation to 

function, it receives considerably less attention than the acquisition and maintenance 

of govemment subsicksation. 

Distribution (place) 

'Industry' respondents tend to target kitemal members for promotions rather than 

extemal potential members. There are two reasons for this. Fkstiy, by targeting 

current members, they beHeve they can consoHdate thek membership and move 

them onto additional services they are presentiy not utUising, or are not aware of 

With this reasoning, awareness is the key, and without exception, members were 

reached by cHrect maU outs. Secondly, they do not target extemal potential members 

because they do not know who they are, or how to target them. This is primarily 

because they do not employ any market research techniques. 

Concludon 

'Industry' respondents consider that three fundamental management techniques may 

be considered 'professional'. They are; first, development planning; second, financial 

management; and finaUy, marketing management. Of significant knportance is tiieir 

beHef that these professional management practices are unique to sport. However, 

there is Httie evidence to cortoborate tiks assertion. Fkstiy, 'Industry' planning 

practices akgn favourably witii 'standard' practices employed ki commercial business, 

as explored ki chapter two (American QuaHty Foundation - Emst & Youi^, 1992; 
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Asian Business magazine, 1995; Dkector Magazine, 1994; EUon, 1992; Gephart, 

1995; Mclntyre, 1995; Saratoga Institate, 1993; Witte, 1994). Secondly, 'Industry'' 

financial management practices mirror almost perfectiy conventional accounting 

methods (Hey-Cunningham, 1993; Hoggett & Edwards, 1987; Martin, 1994; 

Sttaughn & Chickadel, 1994). FinaUy, although 'Industry' marketing practices are 

unique in the sense that they have never previously been conceptuaUy documented, 

they depart Httie from a mis-match of customary marketing techniques (Bkkett, 

1990; Blanchard & Bowes, 1993; Brooks, 1994; Geldard & Skiclak, 1996; MuUin, 

Hardy, Sutton, 1993; Pitts & Stotiar, 1996; Rossiter, 1987; Schaaf, 1995; ShUbury, 

Quick & Westerbeek, 1998). 
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4.5.7 (IV) Generic profesdonal management 

Introduction 

The final typological category has been named 'Generic' management, and can be 

conceptaaHsed by die combination of a beHef that a set of theoretical best-practices 

exist, and that sport is a generic form of business. In an organisational context, the 

'Generic' admkksttator operates in a 'Global' orgaiksation, represented by the 

combination of an extemal organisational ckrection and an extemal mdustry 

dkection. An extemal organisational dkection ttanslates into a preparedness to 

focus outside the incHvidual orgaiksation itself, whUe the extemal industry ckrection 

reflects an abUity to stady altemate marketplaces and industnes. Six of the twenty-

nine respondents apply the 'Generic' approach to management, with 'Generic' 

respondents arguing that professional management practices are common to aU 

businesses. Thus, managing a sporting organisation is Hke managing any business, 

because, accorcHng to one 'generic' respondent, 'there are certaki inescapable 

decisions that must be made for the good of the business'. As a result of this 

management woridview, 'Generic' administtators lean toward a rationaHst approach 

to professional management orientation. They are outcome orientated, which means 

that they make decisions based largely on economic considerations, and hold the 

results of actions as the priority, rather than the means. In adcHtion, they prefer a 

competence based approach to professionaHsm, wherein skUls, knowledge and 

experience are foremost. The 'Generic' respondents in this research were employed 

exclusively by large sport organisations (five national league clubs and one NSO), 

with incomes substantiaUy exceeding one miUion dollars. This income is generated 

mostiy from intemal sources and commercial sponsorships, with govemment 

income being negHgible. Moreover, the balance of power on a day-to-day 

administtative level is held firmly by paid employees. 

The great cHfference between 'Industry' and 'Generic' admkksttators is thek 

respective definitions of what thek 'job' is. Both agree that there is a common-set of 

professional management practices, but according to 'Industry' respondents, the 'job' 

is managing the unique business of sport, whereas 'Generic' respondents view the 

'job' as managing any business, as aU businesses effectively requke a common, 
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generic management approach. Chart 4.9, foUowing, highlights the features of the 

'Generic' management approach. 

Chart 4.9 - 'Generic' management 
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Best practice plus 

To the 'Generic' administtator, professional management practices are not simply a 

'set' of best-practice management techmques. Professional management practice 

impHes something much broader and systematic; something beyond an ensemble of 

practices. Rather, professional management practices are an hoHstic system of 

operating an organisation to maximise effectiveness and efficiency, and are the route 

to success. Thus, a simple Hst of practices are inadequate to describe and appreciate 

the depth of professional management practice. Moreover, the Hsts generated in the 

Hterature review of Chapter two, would never fuUy and completely represent the 

meaning of professional management practice to the 'Generic' admkksttator. The 

whole idea of professionaHsm to the 'Generic' administtator is synonymous with 

integrity; not so much in an ethical dimension, but in the sense of wholeness. 

Professional management practices have kitegrity; they are an integrated system, with 

every component of that system fulfilling a definitive and Hreplaceable role. When a 

component of the system is absent, the whole unit suffers. This feeling of wholeness 

only becomes evident during a lengthy cHscourse with an administtator: long enough 

to come to appreciate the sense of 'integrity' of thek management woridview. Long 

enough to understand that professional management practices are not just a set of 

practices, but a methodology for business success, Hke a reHgion for the attainment 

of 'business enHghtenment'. This almost spiritaal fervour can never be captured by a 

Hst of practices, but as one 'Generic' respondent put it, 'to see the path through the 

minefield of pseudo-management gurus, catchwords and consultants, is to see the 

path to exceUence. And the path to exceUence is marked "professional management 

practice" '. 

The 'Generic' approach is not necessarily the 'best' approach, but it is the result of 

synthesising the knowledge and practices of some of the most experienced and 

successful administtators in AusttaHa, from some of the largest and best recognised 

organisations. In adcktion, each respondent had 'favourite' topics and practices. For 

example, one respondent with an accounting background provided more detaU 

concerning financial management than the average, whUe another manager who had 
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formerly held a marketing position with an international corporation was able to 

highHght marketkig management procedures ki considerable depth. 

In practical terms, to ask the 'Generic' administtator what professional management 

practice incorporates, is to ask the question, 'from start to finish, how does one go 

about managing a business such that the potential for success is maxknised?' The 

foUowing is a broad conceptaal summary of 'Generic' respondents' answer. It is 

Ulusttated on the next page in Chart 4.10, and is described, explained and analysed 

sequentiaUy afterwards. 
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Chart 4.10 - A sequential guide to generic professional management practices 
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A sequential ystem for profesdonal management practices 

The 'Generic' approach to management has a number of striking features. The most 

definitive characteristic is that professional management practices are conceptaaHsed 

as a system to maximise the potential of business success. The defimtive 

characteristic of any system, is that the whole is greater than the sum of its parts. 
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Unfortunately, in order to acadenkcaUy conceptaaHse the elements of the 'Generic' 

system, a reductionist approach is requked. It is conceivable that this investigative 

approach may compromise the integrity of the system as it is appHed. 'Generic' 

admkksttators may weU object to the foUowing mechanistic de-constmction of a set 

of practices and techniques that are never, in practice, used in isolation. In other 

words, part of the 'Generic' administtator's cognitive framework is that management 

practices are interrelated. Nevertheless, when fragmented, this system involves over 

twenty cHscrete processes, thirteen steps, and the management of nine different but 

complementary plans. 

The system begins with the definition of an organisation's mission and vision, in a 

simUar manner as 'Industry' administtators described. Next, factors critical to 

success are identified, which have been termed 'key result areas'. Macro performance 

measures or 'key performance incHcators' are then defined, and organisational 

objectives drafted. Once documented, a SWOT analysis is undertaken in order to 

consider envkonmental criteria. 'Generic' respondents emphasised that this stage of 

the management process is ckcular and flexible. After the SWOT analysis, the 

process is repeated to ensure that the 'fit' is 'right'. For example, at this stage, 

objectives and key result areas may be refined in Hght of the SWOT results. 

Organisational objectives are carried throughout the organisation via nine 

management areas: first, development management; second, financial management; 

thkd, marketing management; fourth, faciHty management; fiftii, human resource 

management; sixth, special projects management; seventii, infra-stmcture 

management; eighth, event management; and finaUy, culture management. Each of 

these management areas ttanslates into a plan designed to achieve the long-term 

organisational goals estabHshed ki the vision statement. Each of these plans, 

although moulded by thek respective management cHsciplines, are based on a similar 

sttategic procedure, and ultimately, the inckvidual plans are reunified into a singular 

composite business plan. The result of the implementation of the business plan is 

the deHvery of the product and/or service originaUy highHghted in the mission 
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statement. Services and service deHvery procedures are subsequentiy analysed and 

examined in order to stteamHne and eliminate problems by apphing quaHt}-

management techniques. The final outcomes are contemplated in the Hght of the 

previously determined performance measures, thus incHcating how close the vision is 

from reaHsation. To complete the cycle, the mission is reviewed again, and the 

process repeated. 

Step 1: defining the misdon 

The first step on the road to professional management practice is to define the 

organisation's mission, which is achieved in the form of a mission statement. The 

'Industry' and 'Generic' view of the mission statement is similar, with the 'Generic' 

idea buUding dkectiy on the 'Industry' concept. Thus, to review, the foUowing is an 

excerpt from the 'Industry' definition, described earHer: 

An organisation's mission, 'reveals its purpose and reason for 
existence'. It is a statement that clearly defines what an orgaiksation 
was set up to achieve, what general services or products it provides, 
and for whom it provides them. A mission is typicaUy expressed in 
an official and documented form named by aU eight respondents as a, 
'mission statement'. The mission statement is a concise proclamation 
declaring an organisation's vocation. It ranges in size from 'one 
sentence', to 'one paragraph'. 

'Generic' respondents added to the concept of the mission statement by developing 

the idea that the mission is a statement of attitade and of outiook. In one 

respondent's words, 'an organisation's orientation'. They also sttessed that the 

mission should never contain detaUs of measurable targets or outcomes, and that it 

should set an organisation apart from others in identifying the scope of its operation 

in both service and customer terms. In this way, a mission statement includes 

reference to what the organisation is deHvering as a service (or product), and who the 

beneficiaries of those services are. This is achieved by nominating the chief service 

areas and the primary customers. As another respondent commented, 'the mission is 

264 



a flexible and generaHsed statement that goes beyond the phUosophy of the 

organisation'. 

'Generic' respondents nominated three common reasons for the development of a 

mission statement. The first was to estabHsh a consistent and unified purpose within 

the orgaiksation, the second, was to facUitate the constmction of an appropriate 

organisational 'atmosphere' (also named both culture and climate), and the thkd was 

to provide the correct 'glasses' through which to peer when undertaking the planning 

process. This way tiie organisation is, ki the words of one 'Generic' respondent, 'less 

Hkely to go off the raUs', because the purpose of the orgaiksation is centtal to its 

fiiture. As a result, the determination of the dkection for the future is equaUy 

important, and is outHned in the vision statement. 

Step 2: defining the vision 

The second step is to define an organisation's vision. Identical to the description 

provided by 'Industry' respondents, 'Generic' respondents reported that the vision of 

an organisation is manifested in the form of a written statement known as the vision 

statement. The vision statement represents the image of what an organisation may 

potentiaUy achieve in fulfilling its mission, and is a statement that reflects the long-

term goals of the organisation, embocHed within the context of the mission, 

expressed concisely and powerfuUy. As mentioned by 'Industry' respondents, it is a 

statement of where the organisation wants to be in the future. The only noticeable 

cHfference between the 'Industry' and 'Generic' perspectives is that 'Generic' 

respondents were more incHned to set thek vision statements further ahead, typicaUy 

set for achievement in five to seven years. 

Stp 3: Defining key result areas 

Step three involves the definition of key result areas (KRA's), which are those factors 

that are necessary and pivotal to successful organisational performance. KRA's are 

the essential elements of product/service deHvery management that requke close and 
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constant scmtiny, and kiclude the characteristics and sitaations that when 

appropriately managed have a significant knpact on the success of the organisation. 

AU 'Generic' respondents used the concept formaUy, with KRA's documented in 

thek respective sttategic plans. Although the concept was appHed universaUy, one 

respondent used the term 'critical success factors', and anotiier, 'result areas'. 

Common examples of KRA's, or critical factors and activities that must intentionaUy 

be driven in order for a successful outcome to be achieved, included player 

recruiting, sponsorship acquisition, injury management, marketing and junior 

development. 

Stp 4 (& 5: Defining organisational objectives <& key performance Indicators 

The fourth and fifth steps in the process involve the definition of organisational 

objectives and key performance kicHcators (KPI's) to measure those objectives. The 

term and concept of objectives was ubiquitous, but several terms were used to 

describe KPI's, including 'performance measurement' and 'corporate performance 

indicators', although the process and function was common. Organisational 

objectives were described as 'bite-sized chunks of the vision', and represent a formal 

method of estabHshing short to mecHum term 'landmarks' or 'stepping stones' 

toward organisational success. The only area of contention was the period within 

which these objectives should be ideaUy obtained. 'Generic' respondents were neatiy 

SpHt on this issue, approxknately half suggesting that objectives should be set for 

accompHshment within one-year, whUe the other half considered time irtelevant to 

any objective's acquisition. Common organisational objectives included on-field 

success, promotion of the sport or organisation, membership / participation / 

spectator numbers and profits. 

KPI's are measures of an organisation's performance, and as one respondent 

indicated, these measures 'should always reflect the organisation's mission and are 

measurable and time-related objectives'. KPI's are the measurable aspect to 

organisational objectives. When cHscussing the importance of KPI's, one respondent 
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suggested tiiat management without KPI's would, 'be Hke a sport witiiout a scoring 

system... footbaU without goal posts', and is kicHcative of how 'Generic' 

administtators view die importance of formaUy measuring thek organisation's 

performance. One prerequisite for performance measurement is the integration of 

aU processes, which is the heart of the 'Generic' management practice ideology. In 

the words of one respondent: 

It is essential that the planning system, quality management systems, process-
improvement systems, and performance measurement systems are all linked 
together intrindcally. If they are not, the results mil probably include: poor 
performance from staff and players, maintenance of the status quo, wasted 
resources, wasted time and effort, and low morale. To ensure success you must 
have integrated systems - that is what profesdonal management practice is all 
aboutl 

Performance measurement is linked with quaHty management and is related to the 

ttansferral of objectives into processes for action, which can be manipulated to 

enhance service quaHty and deHvery. However, KPI's are measurable levels for an 

organisation to aim for in broad terms, and must represent the organisation at a 

gross level. Thus, KPI's provide a macro view of organisational objectives in a 

specific, measurable and time-related form. For example, if an organisation's 

objective is to perform successfuUy 'on the field', the KPI ttanslates this broad 

ambition into a precisely assessable value aUied with a time consttaint, such as 'to 

finish in the top four in the competition in season 1999'. 

KPI's Hnk with an organisation's mission and vision as weU, since the clear focus of 

an organisation is its vision, which is systematicaUy achieved through objectives. In 

order for an organisation to achieve its objectives, the focus for action should be 

KRA's. However, objectives cannot be ttanslated into action sttategies until it is 

firmly ascertained what sttengths, weaknesses, opportunities and threats face the 

orgaiksation that may affect the reaHsation off those objectives. 
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Step 6: The SWOT analyds 

The SWOT technique does not vary at aU between 'Industry' and 'Generic' 

respondents in techikcal definition, and for this reason, the SWOT analysis has not 

been repeated here. WhUe both groups use the SWOT analysis for the fundamental 

purpose of analysing the organisational envkonment and ckcumstances, the 

'Industry' group do not employ KRA's and KPI's, and do not acknowledge a 

systems approach to management practices. To them, the SWOT analysis is strictiy 

a planning technique, used for development planning insight, whereas in conttast, 

'Generic' respondents view the SWOT technique as a component in an hoHstic and 

dupHcable system, where the concept of 'planning' is inseparable from any other 

professional management practice. 'Generic' respondents view planning as the glue 

which binds an orgaiksation together to ensure that unified and unanimous action is 

taken m a predetermined dkection. 

'Industry' admkksttators use the SWOT analysis to obtain an overaU 'feeling' for 

thek organisation's sttategic positioning, whereas 'Generic' admkksttators use the 

technique more specificaUy. Five out of the six 'Generic' respondents suggested that 

the SWOT technique is best appHed to specific areas to gather a broad 

understanding of sttategic positioning, rather than applying the technique broacUy to 

draw specific data. In the words of one respondent, 'the SWOT method is wasted if 

it is appHed too broacUy, without looking at specific areas. It should be conducted in 

every area'. Thus, the SWOT analysis is conducted for each of the nine management 

areas proposed. This does not necessarily mean that administtators are looking for 

specifics, but rather are looking for significant factors in specific areas. 'Generic' 

respondents argued that undertaking the analysis this way is simpler and more 

systematic, as the comments of one respondent highHght: 

My feeling is that the SWOT needs to be done in every management domain or 
dpartment So, you apply a SWOT to every part of the organisation. It's too 
easy to miss parts. The pupose doesn't change, of course: you still want to 
identify the broad factors, and you do. The difference is that instead of trying to 
come up with stren^hs, weaknesses, opportunities and threats off the top of your 
head, you can have a definite method. You SWOT in finance, in marketing in 
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everything^ even the spedal program areas. It seems longer but it's far eader and 
far more thorough. Ultimately, you still only identify a handful for each anyway. 

The logic underlykig tiks idea is sttaightforward; tiie SWOT analysis should identify 

the organisation's sttategic position in a broad and generaHsed picture. However, 

where 'Industry' admkksttators perform the SWOT analysis by sknply asking, 'what 

are the sttengths, weaknesses, opportunities and threats facing the organisation?', the 

'Generic' admkksttator asks, 'what are the sttengths, weaknesses, opportunities and 

threats facing the organisation in each management disciplkie?'. The result, they 

claim, is a dupHcable methodology that can precHctably provide a tme and accurate 

picture. 

Putting it together 

To review the process by way of an example, consider a hypothetical national 

basketball league club which possesses a mission statement that includes the 

provision of quaHty services to members, and a vision statement specifying the 

intention to be the dominant club in the league within five years. In order to 

successfuUy service thek customers, the orgaiksation must identify what must 'go 

right' in the form of key result areas. These key result areas are pivotal to achieving 

objectives such as on-court success, which can be measured by a performance 

inckcator such as, 'playing in the final series next season', and could include coaching 

and recruiting, for example. With objectives set as 'stepping-stones' to achieve the 

vision, an envkonmental, or SWOT analysis is undertaken, which may uncover 

sttengths or weaknesses inside the organisation, and opportunities or threats outside 

the organisation, that may be minimised or capitaHsed upon. As a result, plans in 

incHvidual management areas need to be developed in order to deal with these 

sttengths, weaknesses, opportunities and threats, to 'maximise' the possibiHty of 

successfuUy achieving objectives. 
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Step 8: Management areas 

Nine management areas were highlighted by 'Generic' respondents (only three out of 

six mentioned aU nine, but each area was highHghted a minimum of four times). 

They included: first, development management; second, financial management; thkd, 

marketing management; fourth, faciHty management; fifth, human resource 

management; sixth, special projects management; seventh, infra-stmcture 

management; eighth, event management; and finaUy, culture management (please 

note that terminology varied). After the SWOT analysis has been completed and 

each area has been assessed accorcHng to its existing sttengths and weaknesses and 

potential opportanities and threats, the management of the area can be 

conceptaaHsed in terms of a cHstinct and incHviduaHsed plan. Each management 

area, whUe possessing characteristics unique to thek respective management 

cHsciplines, are aU framed within a simUar sttategic process. This process was 

described by one 'Generic' respondent in the foUowing comment: 

Each part of our organisation fits in with the broader strate^c process - the bigger 
picture. We work on a strateg.c plan with corporate goals, and each of the 
managers has an ownership, if you like, of their area of the corporate plan. And 
we ask them to perform within the confines of the strate^cplan, but working with 
every other department, to achieve certain outcomes every year. So they're 
coporately driven, they're goal-driven, and they get rewarded according. 

A generic strate^cprocedure: 

Strateg.c <& vidonary thinking 

Five 'Generic' respondents specified that the administtation of any management area 

within an organisation begins with what they term sttategic or visionary (S/V) 

tiknking. S/V thinking involves the abUity to assess the marketplace and the intemal 

and extemal envkonments in order to clearly 'see the future'. In practical terms, the 

admkksttator must be able to constantiy anticipate changes whUe makitakkng an 

understanding of where to take the organisation, and how to get there. As one 

respondent noted, 'visionary thinking is Hke an ongokig SWOT analysis that you do 

in your head'. 
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Gap analyds 

According to 'Generic' respondents, an examination of the cHfference between the 

management area (and organisation's) present position, as determined by the SWOT 

analysis, and the position nominated in the organisational objectives, must be 

performed. In other words, there is a need to determine the 'gap' between what the 

organisation wants and what it presentiy has. AU six of 'Generic' respondents 

highHghted this common sense necessity when questioned on sttategy formulation, 

however, only one caUed it a 'gap analysis' (whUe there was no consistent 

terminology for the process, it was named in accordance with the 'theoretical' term 

for the process: Argenti, 1992). The purpose of the gap analysis is to 'bridge' the gap 

between what is wanted and what exists, and may be conceptaaHsed as a formal way 

of asking the sknple question, 'what options are there in moving from A to B'. Once 

the alternatives have been identified by this simple process, they can be evaluated. 

Evaluation of alternatives 

Evaluating alternative methods of bridging the gap between the desked outcome and 

the existing sitaation, is another common step, although only two of 'Generic' 

respondents undertook the process in a formal manner. The remaining 

administtators acknowledged the step, but tended to move through the process 

rapicUy, evaluating alternatives from the start, rather than in one orthodox stage. The 

choices avaUable depend upon opportunities and threats, avaUable resources, risk and 

feasibUity. 

Strate^es <& activities 

Once decisions have been finaksed concerning how to achieve broad organisational 

objectives, the task of converting them into action begins. 'Generic' respondents 

used varying terminology to describe essentiaUy the same procedure. For the 

purpose of simpHcity (so as not to be confused with previously used terms), these 

steps have been named sttategies and activities. The system works in the same 

conceptaal fashion as a ttee cHagram: first sttategies in each management area are 
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determined for each organisational objective, and for each sttategy, a number of 

activities are formulated. In this way the knplementation process, as one 'Generic' 

respondent explained, 'takes care of itself, becoming progressively more detaUed as 

the method evolves, until at the activity level the action requked is expressed m a 

simple and action-oriented form. The concept is iUusttated in Chart 4.11 foUowing. 

Chart 4.11 - Plan implementation 
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To explain fiirther, consider the foUowing example provided by one respondent: an 

orgaiksation sets a development plan sttategy of improving recruiting to bolster an 

organisational objective of 'on-field' success. This sttategy is supported by several 

activities, including enUsting former players to become 'freelance talent scouts'. 

The above example highHghts how organisational objectives can be ttanslated into 

action, which may be delegated, measured and timed. Respondents sttessed the 

importance of never loosing sight of the 'big picture'. This process is summarised 

below in the words of one respondent: 
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Corporately, the organisation has to deliver for coaches, players, umpires and 
administrators the best posdble range of services we can in thdr area. That sums 
up our general mission: within that there's some subsets, corporate goals for the 
organisation over ad, and they're of course broken down into further areas where 
we get spedfic about which areas and segments we are looking after, and they're 
broken down into further levels that actually tell you what needs to he done and 
when. 

This process of ttansforming objectives into activities is intrinsic to the direction of 

aU management areas, provicHng as one respondent expressed it, 'the raUs upon 

which the organisational ttain ttavels'. 

Benchmarking 

Five out of the six 'Generic' respondents ckscussed the knportance of what they aU 

termed benchmarking, a technique that assists in estabHshing management area 

sttategies. To benchmark is to use another organisation's level of performance as a 

dkect goal in which to aim, and in practical terms this means that the administtator 

identifies sometiiing specific that another organisation does particularly weU, and sets 

that level of performance as a 'benchmark', or standard with which to compare. In 

adcHtion, the methods of obtaining that benchmark performance are also stacked, in 

the hope that they can be dupHcated. In this sense, benchmarking is also Httie more 

than a fancy way of 'copying'. 

For example, continuing the theme of recruiting, assume that team A is seeking to 

improve thek recruiting process, as the players they have 'cHscovered' in the past few 

years have been inadequately talented. Furthermore, assume that team B is 

renowned for its abiHty to acquke young talented players via thek recruiting system. 

In fact, on average they 'cHscover' five players per year that ultimately play for them. 

Because team A want to emulate this recruiting success, they set the number of five 

players as thek recruiting benchmark, and upon examination of team B's recruiting 

process, discover that they utiHse former players as talent scouts, thus providing team 

A with a sttategy to accompany thek benchmarked goal. 
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Benchmarking can and should, according to respondents, be undertaken in any of 

the nine management areas identified, and can be industry specific, as in the case of 

the above example, or extemaUy generated, with an orgaiksation comparable but 

superior in the area in question. For example, an opera company may have a highly 

efficient ticketing system, a carpet cleaning franchise may have a particulariy effective 

customer complaints procedure, and a gymnasium may have a successfiU marketing 

sttategy that are aU worth benchmarking. 

Performance measurement 

The concept of performance measurement arises throughout the 'Generic' 

management system. Within the 'Generic' sttategic approach, performance 

measurement can be appHed on a micro scale in adcktion to a macro one; they are 

generated within each specific management area. For example, in the financial 

management area, some performance measures revolve around income and 

expencHture figures, whUe in the marketkig management area they may centte on 

membership numbers or sponsorship acquisition. Performance measurement is also 

undertaken in quaHty management, and is cHscussed in more detaU in later sections. 

Chart 4.12, foUowing, iUusttates the 'Generic' sttategic approach within aU 

management areas. 
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Chart 4.12 - The generic strategic approach 
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A) Development management 

A 'phying' approach 

Chart 4.13, on the next page, shows the components of development management, 

and fits loosely between 'development management' and 'development plan', in 

Chart 4.12. WhUe there are overlaps, each management ckscipHne has unique 

variables requiring conttol and regulation, however, the planning process remains 

generic, once these regulatory matters are appreciated. For example, in development 

management, team performance is organised and conttoUed in a cHfferent way than 

the 'marketing mix' is organised and conttoUed in marketing management, but 

nonetheless, the process for decision-making is the same; both start with sttategic 

thinking and end with specific activities to be measured. As a result, an 

understanding of the intrinsic components of development management is a 

prerequisite for development planning. In the words of one respondent, 'managing 

to plan is impossible without planning to manage'. Management and planning are 

inseparable. 

Development management as explained by 'Generic' respondents cHffers 

considerably from that articulated by 'Industr/ respondents, as 'Generic' 

respondents view development management as the regulation of the actaal 'playing' 

side of the sport. It is incHcarive of thek business approach that they identify the 

playing ingrecHent in the management process as only one-ninth of the 'whole' 

management system. As iUusttated in Chart 4.13, on the next page, national league 

clubs have sHghtiy cHfferent management components to NSO's and SSO's. WhUe 

they share simUar components within the management of competitive success, 

NSO's and SSO's also have the burden of mcreasing participation rates. 

276 



Chart 4.13 - Development management 
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Team performance (&' elite success 

Clubs competing in national league competitions, NSO's and SSO's are interested ki 

maximising the performance of thek respective teams and eHte competitors. 

'Generic' respondents highHghted four common constitaents affecting team or eHte 

performance: first, coaching; second, meckcal support; thkd, concktioning; and 

finaUy, recruiting (or talent identification for NSO/SSO's). Coaching competence is 

considered pivotal to the performance of athletes, irrespective of whether it is a team 

or inckvidual sport, with the commonly agreed performance measure for coaches 

being player/athlete skUl. Meckcal support is also significant, particularly for 

'professional' athletes, who in 'Generic' rationaHst terms are 'assets' of the sport or 

club, krespective of whether they are conttactaaUy paid or are the recipient of a 

sponsorship via eHte athlete development bocHes such as the AusttaHan Institate of 

Sport. MecHcal support comes in the form of injury prevention, management and 

rehabUitation, and standard performance measures include number of injuries, 

seriousness and recovery time. Concktioning can involve sttength, flexibUity, agUity, 

speed and endurance, may be co-ordinated and dkected by speciaHsts ratiier than 

skUls coaches, and is measured ki terms of player/athlete fimess. FinaUy, recruiting 

or talent identification can play a role in the sustained performance of a team or 

sport. Performance measures include the 'potential' talent of the players/athletes, 

and the proportion of players/athletes 'cHscovered' that are ultimately successful. 

These performance measures culminate in an absolute performance incHcator; overaU 

performance in competition. Team and eHte performance are typicaUy measured in 

terms of win/loss records, tities, prenkerships, medals and rankings. 

Partidpation 

NSO's and SSO's have the added encumbrance of bolstering participation rates in 

thek sports. Aside fiom special programs, participation is generaUy managed 

through junior development and senior competitions. Junior development is 

generaUy measured by the specific number of incHviduals participating, and the senior 

competitions are typicaUy measured in terms of number and location of competitions 

and clubs involved. 
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B) Finandal management 

Financial management, accordkig to 'Generic' respondents, involves the 

management of income and expenckture, assets and HabUities, and cash-flow 

culminating in financial planning in the form of budgeting. Chart 4.14, on the 

foUowing page, iUusttates the components of financial management. 
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Chart 4.14 - Financial management 
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Profit is not a dirty word 

Much of the 'Industry' and 'Generic' approach to financial management is .similar̂  

but the most significant cHfference is thek respective attitades toward the acquisition 

of a budget surplus, or in 'vulgar' terms, a profit. Every 'Generic' respondent 

maintakied that they budgeted for a surplus in 'normal ckcumstances'. Abnormal 

ckcumstances included large capital investments such as the acquisition of faciHties, 

the faUure of debtors to pay on time, market fluctaations such as economic 

recessions where sport consumers' cksposable incomes were eroded, sponsorship 

loss, and the rapid loss of members usuaUy as a result of a serious team/athlete 

performance slump. WhUe many 'Spot-fire', 'SmaU-business' and 'Industry' 

administtators would argue that these 'abnormal' ckcumstances are not particularly 

abnormal in sport, it is rare for 'Generic' administtators to declare a balanced budget. 

Furthermore, it is unthinkable for a 'Generic' administtator to declare a deficit; such 

a result is considered in the damning words of two respondents, 'economic and 

financial vandaHsm', and 'the realm of the incompetent, the infirm, the stopid, the 

inteUectaaUy cHsadvantaged, or the past player turned manager'. 

In general, 'Generic' administtators achieve a 'profit' (they were the only respondents 

who weren't afraid to use the word), with the objective of reinvesting it back kito the 

organisation. The result, as they see it, is the continual expansion and augmentation 

of the organisation's relative fiscal position, which they consider paramount to both 

the long-term survival of the organisation, and its high-level performance. 

Profit and loss management 

As incHcated in Chart 4.14, one of the constitoents of financial management is profit 

and loss management, which includes the conttol of aU kicomes and expencHtures. 

Income comes from three predominant sources: first, the govemment; second, 

sponsorships; and finaUy, membership. Govemment kicome has been covered in 

detaU in prior sections and comes in the form of grants to NSO's and SSO's, with 

Httie provided to 'Generic' respondents in 'Global' organisations. As most of the 
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income generated by 'Generic'/'Global' organisations is internal, sponsorship tends 

to be seen as what one respondent caUed, 'the icing on the cake', although in some 

organisations this 'icing' is pretty thick; sometimes up to thirty percent of the gross 

income. Membership, is the largest source of income for 'Generic'/'Global' 

organisations, which also includes money obtained fiom the gate receipts of 

spectators and income generated form misceUaneous activities such as merchancHse 

and raffles. 

In a similar way that respondents identified three primary income sources, they 

identified three primary expencHture categories. Fkst, operational expenses which 

covers aU an organisation buys ki order to continue the functioning of the business. 

This includes facUity rental, office equipment, leased equipment, furniture, stationery, 

ttavel and utiHty expenses. Second, those expenses incurred as a result of the 

payment of wages and salaries of aU part and fuU-time employees. Thkd, are 

expenses associated with specific services, which for an NSO or an SSO may take 

the form of sporting equipment or the rent or lease of playing facilities. For national 

league clubs, service costs may include promotional items such as posters, and 

informational services such as newsletters. 

Information concerning income and expenditure is expressed in an organisation's 

profit and loss statement. DetaUs on profit and loss statements for sporting 

organisations was provided in the financial management section for 'Industry' 

administtators, and appHes equaUy for the 'Generic' group. The performance 

measure for the profit and loss statas of an organisation is profitabiHty. Respondents 

provided two quantifiable measures for profitabiHty, both in the form of a ratio: first, 

gross profit to sales, and second, net profit to sales. In sporting organisations, these 

can be expressed as gross and net operating surplus to annual income, and is set in 

terms of a percentage, the higher the percentage, the greater the organisation's 

profitabUity. Respondents did not specify 'ideal' ratio ranges. 
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Cash-flow management 

Cash-flow is also described in the financial management section of 'Industn^' 

administtators, and is not explained in detaU again here. To recap, however, cash­

flow refers to the degree or amount of Hquid assets that the organisation deals with, 

and is highHghted in the cash-flow statement, also described earHer. The common 

performance measure for cash-flow is financial HquicHty, which can also be expressed 

as a ratio, current assets to cmrent HabUities. The higher the ratio, the greater the 

Hquidity of the organisation's financial resources. According to respondents, an 

'ideal' ratio for HquicHty was between 2:1 and 5:1. Less than 2:1 incHcates a lack of 

Hquid resources, whUe greater than 5:1 incHcates that too much capital is tied up in 

Hquid resources (usuaUy cash). 

Assets and liabilities management 

Assets and HabiHties management includes everything that the organisation owns, 

and everything that it owes to others. Respondents described assets as either curtent 

which means they have high HquicHty, or fixed (non-curtent) which means they have 

low HquicHty. LiabiHties (debts) can be either curtent (short-term) or deferted (long-

term), and are described in an organisation's balance sheet. More detaU concerning 

assets and HabUities management can be found in the financial management 

component of the 'Industry' cHscussion, as the concepts are identical. 

'Generic' respondents' most common performance measure for assets and HabUities 

was financial stabiHty, which includes HquicHty, measured fiom the cash-flow 

statement, and long-term viabiHty (also caUed long-term solvency) which is measured 

as a debt to asset ratio. Total debt is measured as the sum of aU HabiHties, long and 

short term, whUe total assets includes everything owned by the organisation, and 

ever5rthing owed to the organisation. The higher the ratio, in percentage terms, the 

higher the financial leverage of the organisation, and the sttonger its financial 

StabiHty. Respondents could not agree on an 'ideal' debt to asset ratio. Several 

observed that no debt at aU is 'ideal', whUe others suggested that a debt to equity of 
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1:1 is workable. AU agreed that a ratio of less than 1:1 is undeskable and ultimately 

cHsasttous. 

C) Marketing management 

'Generic' respondents described several ingreckents for successful marketing 

management. They argued that the process hinges upon the estabHshment of a weU-

constructed 'marketing mix', which depends upon the identification of an 

appropriate target aucHence, via market research. The marketing mix itself is 

determined from the analysis of what was commonly termed, the 'four P's', 

consisting of product, price, promotion and place. Chart 4.15, on the foUowing page 

Ulusttates the ingreckents of marketing management. 
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Chart 4.15 - Marketing management 
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The market 

WhUe the term market in an economic sense ttacHtionaUy refers to a location where 

buyers and seUers meet, in cHscussing marketing management, 'Generic' respondents 

defined the concept of a sport market ki terms of the demand made by a certain 

group of potential buyers for a set of, or a specific service. Not surprisingly, given 

thek precHsposition toward a generic business approach to management, they 

pointed out that the sport market, while unique in its own characteristics, fimctions 

within the same operational system as any other market. One respondent described 

this feeHng succinctiy: 'The fact is that I would use the same marketing techniques 

that a marketing department might use to seU a can of baked beans'. Therefore, like 

any business, sporting organisations must pay particular attention to identifying the 

correct target market(s) before embarking on any marketing sttategies. 

Consumer/ target market analyds 

Respondents noted three centtal approaches to defining the target market: first, 

mass marketing; second, market segmentation (also caUed market separation); and 

thkd, multiple segmentation (also caUed multiple separation). However, before any 

of these market selection techniques can be appHed, the entire base of potential 

consumers must be estabHshed. In other words, before any specific group of sport 

consumers can be targeted, the question, 'who are (potential) sport consumers?' must 

be answered. This is achieved by creating a 'demographic profile' of consumers, 

which includes statistical information concerning the attributes of the population of 

sport consumers, and can be obtained fiom several sources. 'Generic' respondents 

often have the resources to enkst the services of marketing firms and other 

institations containing market research pubHcations, such as the AusttaHan Bureau of 

Statistics, universities and Hbraries. However, respondents maintained that the most 

valuable information is always acquked first hand, through what one caUed 'primary 

research' such as membership surveys. Often this primary data can be retrieved by 

marketing companies or marketing speciaHsts (if they're on staff), through cHrect 

maU, telemarketing, and 'point of purchase' (or in this case participation) surveys. 

AU six 'Generic' respondents mentioned four factors that determine the sport 
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consumers' demographic profile: first, age; second, gender; thkd, occupation; and 

finaUy location. AdcHtional factors mentioned by two or less respondents included 

education, marital statos, income and mobUity. 

Once the entire population of potential and existing sport consumers is defined 

broacUy according to demographic variables such as age and gender, the target 

market sttategy can be determined. The first approach identified was caUed mass 

marketing, and was described as the 'old-fashioned wa};̂ , despite 'the fact that it is 

stiU being used by the majority of sporting organisations'. Mass marketing is an 

approach where the total market is viewed as a single unit, or one mass, aggregate 

market. This approach does not recognise separate or incHviduaHsed parts of the 

market, nor does it seek to acknowledge the potential to classify consumer groups. 

'Generic' respondents rarely use this method, and claimed to never use it exclusively. 

The second method identified is known as market segmentation, where the 

marketing plan is targeted at one specific demographic component of consumers. 

This concenttated approach is popular, as one respondent put it, 'because it 

identifies one sector of the market and pitches the marketing mix dkectiy at them'. 

Although relatively inexpensive, respondents cautioned that it is best used by sport 

organisations that have a defined 'niche', as market segmentation is a nattow 

method. 

The last method identified is also the most used, and is known as multiple 

segmentation. Multiple segmentation is an approach where the marketing plan is 

designed to appeal to more than one market segment, and each market segment, or 

specific group of consumers, is targeted with an incHviduaHsed marketing mix. 

Multiple segmentation combines the first two methods described, combkkng the 

'shot-gun' approach of mass marketing with the 'sniper' approach of market 

segmentation. 'Generic' respondents recommended multiple segmentation as the 

'best' approach. 
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The'fourP's' 

The marketing mix consists of what respondent's described as the 'four P's': 

product, price, promotion and place, and can be determined once the target market 

has been identified. 'Generic' respondents were the only group to identify the 

'centtal' and ttacHtional themes of the marketing mix, and aU of the six respondents 

in this category described thek marketing mix within these four themes. Several also 

mentioned 'people' as a possible adcHtion, but preferted to cHscuss it under the 

heacHng of human resource management. 

Product 

Respondents cHstinguished two main products associated with sporting 

organisations: primary and secondary products (also named core and peripheral, 

main and associated, centtal and extensions, and tangible and intangible). The 

primary product is the sport itself, and can be viewed fiom a participation or a 

spectator perspective. Thus, the primary product that a sport orgaiksation can offer 

is either watching the sport (or team play the sport), or actoaUy participating in the 

sport. There are a number of secondary services associated with this primary 

product, including regulation and co-ordination of the sport/game, safety, 

convenience, comfort, and faciHty quaHty, such as equipment, amenities, and food. 

It is the role of the administtator to decide what services should be offered by thek 

organisation. As one respondent noted, this is particulariy cHfficult considering that, 

'the very attributes of sport that make it appealing, such as the uncertainty, the 

opportunity for sociaHsing, the emotion, and the irtationaHty, aU make it more 

cHfficult to market'. Nonetheless, the administtator must carefuUy select what 

services are to be provided, and to whom. 

'Generic' admkksttators employed by clubs are particularly interested in servicing the 

corporate sector, which is achieved by offering corporate boxes and 'packages' 

where companies send executives to watch matches in restaurant style comfort. In 

adcHtion, 'standard' services designed to generate supplementary income are also 
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used in abundance, including player dinners, contests, raffles and other fund-raisers. 

Clubs also offer various, and typicaUy progressive membership levels that entitie 

members to increased access to services, along with added privUeges . 

Price 

Associated with the product and services provided are its costs, and as a result 

'Generic' respondents attempt to value the services they provide to be 

commensurate with its cost, plus enough to as one respondent put it, 'make it 

worthwhUe'. As sporting organisations are generaUy not privately owned m 

AusttaHa, they have a cHfficult task, attempting to achieve the concomitant objectives 

of a working surplus and a 'fak' price for thek customers, who in many cases are 

members or 'shareholders' of the organisation. However, 'Generic' respondents 

pointed out that these pricing cHfficulties are no cHfferent to any other organisation, 

as aU organisations must price thek product or service in such a way as to maximise 

thek retums. As one respondent rationaHsed, if the price in unfak, 'the laws of 

supply and demand wUl regulate the price until it satisfies customers'. In short, 

people wUl not enter into the ttansaction unless they beHeve it is equitable. 

'Generic' respondents highHghted four pricing sttategies: first, skim; second, 

penettation; thkd cHscount; and finaUy 'exchange' pricing. Skim pricing was 

acknowledged but is seldom used, according to 'Generic' respondents, and kivolves 

setting a particular product or service at an kiflated price when the product or service 

is held in monopoly. In such a case demand must be inelastic; no matter what the 

price, consumers wiU buy it. Three respondents suggested that the purpose of skim 

pricing is to exploit consumers, and for this reason is overlooked by 'Generic' 

respondents despite the fact that some of thek services are held in monopoly. There 

are examples of skim prickig in sport, but they tend to be short-term, such as grand 

finals or special events. 

Penettation prickig is the opposite of skim prickig, its purpose to appeal to a large 

volume of consumers, usuaUy with the objective of getting them 'hooked'. Prices are 
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set below cost in an attempt to stimulate demand, and again are understood and 

weU-accepted by 'Generic' respondents, although infrequentiy used. However, one 

respondent cHd mention that, 'sport services do have a life-cycle Hke any other 

product', and penettation pricing may be effective at the end of a product or 

services' Hfe cycle. 

Discount pricing involves the decrease in price of a service or product in special 

ckcumstances, which can range from 'sales' and 'promotions' to 'two for one' offers. 

Irrespective of the reason, cHscount pricing is a powerful method of penettation 

pricing without permanentiy lowering the price and therefore the value of the 

product or service. 'Generic' respondents unanimously agreed that cHscount prickig 

is used extensively throughout the sport industry, and is typicaUy weU received. 

Exchange pricing, in conttast to the previous three methods, is somewhat non-

ttacHtional, and was only mentioned by one respondent. The concept was developed 

in an attempt to combat cash-flow problems by engaging in reciprocal ttade; 

exchanging corporate boxes, signage, tickets to events and access to players and 

athletes for 'everyday' items including furniture and paper, as weU as other necessities 

such as ttavel, accommodation and advertising. Exchange pricing is Httie more than 

bartering, aUowing asset rich, cash poor sporting organisations to 'save' thek Hquid 

finances. 

Promotion 

Respondents cHvided promotion into advertising and sponsorship. As one 

respondent pointed out, although techikcaUy 'incortect' accorcHng to ttacHtional 

marketing theory, 'Generic' respondents tended to classify pubHcity and sales 

promotions under the 'advertising' heading, instead of under categories of thek own. 

Promotions includes anything to do with communicating with the target market, 

with respondents placing a heavy emphasis on advertising within the promotional 

mix. Advertisements are messages concerning the organisation's product or service, 

and can be distributed via a number of cHfferent forms, but are generaUy distributed 
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tiirough either print or electtonic media avenues. Within this classification, 

advertising can be cHrect such as cHrect maU or telemarketing, or indkect such as 

newspapers, flyers, television and racHo. 'Generic' respondents specified that a dkect 

system is most effective because of changing market concHtions, as described in the 

comments of one respondent: 

There's so much changing in marketing none of us can dt hack. We have to be 
proactive. We spend a lot of time telemarketing and database marketing. 
Instead of just blanket promotions, we are doing direct mailing in order to 
pinpoint the target market The more spedfic the more powerful 

PubHc relations represents an organisation's overaU attempt to generate a positive 

image concerning thek product or services. In adcHtion, sales promotions enhance 

an organisations abUity to seU its products and services, and can kiclude sttategies 

such as give-aways, special deals, raffles, and contests. 

The second major component of promotion, according to 'Generic' respondents, is 

sponsorship. One respondent noted that sponsorship is ttacHtionaUy included under 

the 'personal seUing' component of promotion, but was not mentioned by any other 

respondents, although two described the processes involved in personal seUing, 

without mentioning it by name. The acquisition of sponsorship is highly valued, and 

when it is secured it is rigorously defended tiirough evaluation reports, and any 

tangible evidence avaUable to convince sponsors of thek continued 'value for 

money'. As on respondent observed, 'if we don't perform, then we're out. So we 

spend a great deal of time nurturing those sponsorships and the money that comes 

in'. Furthermore, administtators have to be prepared to seU thek sport or club very 

hard, which in practical terms means offering sponsors something they cannot 

refuse; creating a win-win scenario, which was noted by one respondent: 

Yes, we have some guidelines set about as to what we think the sponsor would 
like We have a very commerdal marketing strategy. We would say to a ponsor, 
climb on board with us, and we will do this for you. Not I need you're money 
because I want to do something. We always go in on the bads that, 'look here is 
the market, I can increase you're market share by ten percent if you climb on 
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board mth us.' So that the focus goes right back on them rather than on us. We 
know what we want to do with that money, but we say we mil ^veyou this, this 
and this, you will do very well here because you have just accessed a new part of 
the market: this is good for you're marketing. Which is why we've got some 
pretty heavy ponsors at the top end, because they know that we can do what we've 
promised. 

Associated with this concept of seUkig sport is the dominant beHef that sport seUs 

itself, via the marketing of sport heroes. Four respondents described what one 

named the 'push-puU' promotional approach, which holds that organisations must 

promote thek sports at both the 'grass-roots' level as weU as the eHte level. Thus, 

junior-development programs 'push' up young players into the senior ranks, and 

successful eHte 'heroes', 'puU' participants up to the senior and eHte levels. This 

approach works in both NSO's and SSO's as weU as clubs, where more members, 

and more juniors are requked as potential members. 

Respondents accentaated the knportance of selling heroes as much as physicaUy 

promoting the playing of the sport. In other words, it is essential to capture the 

imagination of potential participants, not just thek attention, as the foUowing 

comment iUusttates: 

If you look at the NBA, they don't sell basketball they sell the Shak, Jordan, 
etcetera. And those people, coinddentally sell basketball We only need to bring 
up the elite players to asdst in the development of the younger players. It's all 
cyclical It's an issue of making the port part of sporting culture Look at the 
AFL. Not that many people go to see the teams play, but everyone supports a 
team. It's part of the culture of the dty. Beyond awareness, you can't get away 
from it There is nothing worse in Melbourne than Sptember for someone who 
doesn't like AFL football Allegiances need to be created This is extremely 

Place 

Place includes the geographical location of the products and services offered by 

sport organisations, and the cHstribution channels through which they are deHvered. 

GeneraUy, as sport services are deHvered 'on-site' at specific facUities, tiiere are few 
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cHstribution channels to consider. However, the cHstribution of tickets for events 

was mentioned, although modem computerised systems take the 'headache' out of 

ttacHtional seat aUocation and booking cHfficulties. However, respondents 

emphasised that the location of facUities for the deHvery of sport services must be 

given lengthy consideration. 

Performance measures 

Performance measures for marketing management are a useful, practical inckcator of 

how the systems approach to professional management practice works. 

Performance measures are intricately related to the financial management of the 

organisation, and were categorised into either income analysis or cost analysis. 

Income analysis is conducted by examining the net income each product or service 

Hne has deHvered, and the income obtained from each market segment. By doing 

this, administtators can determine the percentage of thek net income that is derived 

from each service and gain an insight into the effectiveness of thek marketing for 

each target segment. However, respondents pointed out that the weakness of this 

approach is that it faUs to take into account the resources invested in each area. For 

example, service A may generate twice the income than service B does, but may cost 

four times as much. To combat this potential inaccuracy, respondents suggested 

cost analysis, where the profitabUity of each service and market segment is measured 

instead of its total revenue. 

D) Fadlity management 

The fourth management area highHghted by respondents was facUity management, 

which refers to the practices associated with the rent, lease, ownership, and operation 

of real estate and venues, for the administtation, practice or playkig of a sport. 

'Generic' respondents cHscussed four cHstinct components of facUity management: 

first, playing facUities; second, office faciHties; thkd, ttakkng facUities; and finaUy, 

social facUities. FaciHty management is cHagrammaticaUy represented in Chart 4.16, 

foUowing. 
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Playing Fadlities 

Actaal playing facilities can vary for clubs in national league competitions, eHte 

athletes and teams competing under the auspices of state or national representation. 

Large facUities are normaUy managed independentiy, and administtators do not often 

have to concem themselves with logistical management within venues. However, 

they usuaUy have ticketing systems through which customers can book events and 

specific seating, which is normaUy artanged through office reception staff, who use 

computer software to manage bookings. 
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Some sport organisations own or lease thek own facUities and run aU thek events at 

the centtal location. These organisations, and clubs in smaUer competitions use 

these faciHties both as playing and ttaining venues. 

Office fadlities 

AU 'Generic' respondents work within comparatively large office structures, which 

for sport ttanslates to more than thkty employees within the organisation. Office 

facUities are no cHfferent from owned or leased venues in thek management practice 

requkements; administtators must see to the payment of utUities and rent, as weU as 

maintenance. In adcHtion, as office faciHties are the 'face' of the organisation, 

particular attention must be given to the selection and ttaining of appropriate 

reception officers. This however, comes under the banner of human resource 

management, but as always in the 'Generic' approach, aU management practice areas 

are interrelated. 

Trainingfadltties 

The dominant concem for administtators whose organisations lease ttaining 

faciHties, is finding appropriate venues and negotiating thek use. Respondents cHd 

not provide much detaU in this area, arguing that most faciHty management practices 

are extensions of other fundamental principles. However, thek aUegiance to a 

systems approach to professional management practice necessitates the inclusion of 

faciHty management, as a piece of the 'big picture'. 

For administtators managing owned ttaining facUities, the dominant kiterest is on 

continued maintenance of the venue, where safety and appropriateness are the key 

issues. Athletes and players must be able to ttain in safety, in an envkonment that 

mkrors actaal competition concktions as closely as possible. Furthermore, players 

and athletes must have access to the appropriate pre and post ttaiikng equipment 

and amenities, such as weights and showers/changing rooms, respectively. 

Maintaining tiiese areas necessitates hiring or finding staff who can undertake a 

295 



number of activities, including cleaning, grounds-keeping, equipment maintenance, 

and can operate essential faciHty systems, such as lighting, plumbing and power. 

Sodal fadlities 

Social and leisure facUities were divided into three areas: first, corporate; second, 

gaming; and finaUy, members. Corporate social facUities are those provided to 

companies at playing venues. Gaming facUities, if avaUable (usuaUy Hmited to clubs), 

are located at the organisation's headquarters, which normaUy house both the office 

^and ttaining facUity as weU, and in adcktion, members are often provided with special 

access to social faciHties and to playing facUities. 

Performance measures 

Performance measures for facUity management are simUar to those used in 

marketing, which in turn are derived fiom financial management. The 'systems' 

approach advocated by 'Generic' respondents presupposes that financial measures 

are ultimately 'core' incHcators, with facUity incHcators based on two financial 

measures: income and costs. Income is measured by calculating the net income 

faciHties earn, and is undertaken for playing and social faciHties. SimUar to marketing 

management, this net income earned must be examined in Hght of profitabUity, 

which is achieved by calculating the costs involved in maintaining and utUising 

facUities, and subttacting them from net income, leaving profitabUity. 

WhUe costs can be measured for ttaining and office facUities, they generaUy create no 

reciprocal income. Thus, evaluating thek management is a more ckfficult task, and 

there were no universaUy suggested measures. Methods used included comparative 

costing, where operating costs are conttasted with previous years accounting for 

inflation, player/athlete complaints, coaches' feedback, and 'general' organisational 

performance and success. 
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E) Human resource management (HRM) 

Respondents agreed that human resource management is the process of achieving 

organisational objectives via the 'best' use of human resources in an organisation. 

'Generic' respondents described five components of human resource management 

first, employment; second, wages & salaries; thkd, employee relations; fourth, 

ttaining & development; and finaUy, employee benefits & services. Chart 4.17 

Ulusttates these components. 

Chart 4.17 - Human resovurce management 
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Employment 

According to one 'Generic' respondent, 'an organisation is only as effective as its 

employees are competent' (an example of the rationaHst professional management 

orientation where competence is favoured). Thus, HRM practices necessitate the 

acquisition of quaHfied and skiUed employees. Recruitment is spHt between two 

types of employees: those working within the administtation of the organisation and 

those playing sport in representation of the sport or organisation. Employees 

involved in the administtation of the organisation are hked in the ttacHtional way, via 

a rigorous process of advertising, resume analysis and interviews. 'Generic' 

respondents stand out from the other three categories of professional management 

in both thek own, and thek preferted employees' backgrounds. 'Generic' 

respondents tend to come fiom ttacktional, commercial business backgrounds, and 

tend to hke employees with business backgrounds. In fact, four out of the six 

'Generic' respondents were hked dkectiy from commercial firms, and estimated that 

approximately eighty percent of thek employees were simikrly acquked from the 

'commercial business world'. This is the way they Hke it, as the foUowing comment 

attests: 

When I'm looking for someone I don't look necessarily for someone from the 
sporting world. In fact, I indst on hiring people that aren't looking for the job 
here because they like the port. I find that an ambivalence toward this sport is 
healthy for getting the right employee So, if I need someone in marketing, then 
I'll get someone with a marketing background from budness. Same with every 
other area. They simply are better than interested sport lovers. 

'Generic' respondents place a hefty knportance on accurate and detaUed job 

specifications, which accordkig to one respondent, forces employees to know, 

'precisely what they are expected to do, and how k knpacts on tiie rest of tiie 

organisation'. Other components of job specifications include, technical 

kiformation, decision-makkig and information processing skUls, physical 

requkements of the job, communication skUls, workkig conditions and work 

responsibUities. 
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The player/athlete side of recruitment is not within the domain of 'Generic' 

administtators, but rather is undertaken through development management by 

coaches and talent scouts. 

Wages <& salaries 

Employees are compensated for thek work time through wages and salaries 

(respondents used the terms interchangeably, although one noted that they are 

technically cHfferent - wages are cash, whereas salaries can encompass additional 

features, such as company cars). The management of employees' wages and salaries 

also relates to financial management, with respondents focusing on two areas of 

wages and salaries management: tax and packages. WhUe two areas were mentioned, 

they were closely Hnked, as the purpose of salary packaging is to minimise tax by 

taking maximum advantage of tax law. Respondents cHd not provide detaUs 

concerning the processes of salary packaging; when they were unable to provide 

information concerning the specifics of certain practices, they commonly reacted by 

commenting that admkksttators need not have aU the answers; sknply aU the 

questions, as one respondent's comment highHghts: 

How much detail do you want.. .1 can call in my accountants or whoever... but 
you have to understand, the best managers don't need to know everything. What 
is important is knowing what you don't know, if you follow me. There are always 
spedalists to do the nitty-gritty. My role is to take the bigpicture, to look at this 
organisations' operations from a macro perspective A profesdonal approach is a 
macro approach, where you have to know what has to be done, hut you don't have 
to necessarily do it all yourself. 

Employee relations 

In cHscussing employee relations, 'Generic' respondents mentioned the importance 

of developing working relationships with volunteers, estabHshing conttacts and 

negotiating workplace agreements within the boundaries of enterprise bargaining. 
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AU categories of respondents, includkig 'Generic' respondents emphasised the 

knportance of handkng volunteers successfuUy. Even comparatively wealthy 

organisations such as tiiose fitting tiie 'Insular' and 'Global' categories could not 

function without the assistance of volimteers. One 'Generic' respondent went so 

far as kisisting that, 'the most important ingrecHent for a sport organisation is to have 

a decHcated group of volunteers.' Several 'Generic' respondents also argued that 

finding the appropriate balance between dkecting and co-ordinating volunteers and 

StiU aUowing them a sense of ownership of the sport or club, requkes considerable 

communication, skiU and, as one respondent commented, '...the sort of cunning 

hitherto the exclusive domain of poHticians and '80's enttepreneurs'. Another 

respondent emphasised this point: 

Our job is to provide the volunteers with leadership and guidance and a sense of 
direction about where the sport ought to be. But you work alongdde of them so 
they must feel they own it. And that sense of ownership is pretty important for 
volunteers. So that's one art in sport where a manager probably needs some pretty 
developed human resource management practices. 

Respondents pointed out that their jobs often involve accessing and co-ordinating 

hundreds of volunteers, although the cHfficulties associated with managing 'low level' 

volunteers is only half of the equation. The other half comes fiom 'above', in the 

form of the volunteer board or committee, to whom paid admkksttators report. 

Despite aU that was said concerning what one respondent described as the 

'harrowing nature of deaHng with volunteer boards', virtaaUy no management 

practices were described to combat the sitaation. However, one idea was suggested 

by two respondents, which involved setting the specific job specifications for the 

head admkksttator. In 'normal' ckcumstances, the head admkksttator is told by the 

board precisely what they are responsible for and what they are 'aUowed' to do in 

resolving these responsibUities. However, instead of spending weeks negotiating 

with boards as to what they are aUowed to do (respondents always wanted more 

power), two respondents suggested that the head administtator should always ask 

what they aren't aUowed to do. This way, the board can quickly determine a handful 

of practices and sitaations that are unacceptable to them, such as exceeding the 
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budget, and appointing employees without board approval. In general, boards find it 

cHfficult to generate lengthy Hsts concerning what shouldn't be done. The result is 

that everything not mentioned on the 'don'ts' Hst is assumed as 'carte-blanche' 

territory, where administtators can act freely. 

Administtators also maintained that an understanding of conttact negotiation and 

particularly enterprise bargaining is an essential component of human resource 

management. They argued that the key to enterprise bargaining is to develop trust 

between employer and employees, so that a genuine 'win-win' result is obtainable. 

The same is true of workplace agreements, where specific concHtions are negotiated, 

to ensure employee satisfaction and safety. 

Training <& development 

WhUe 'Generic' respondents sttessed the knportance of ttaining and re-ttakkng 

programs for employees, they were sketchy in detailing the practices requked. 

However, they cHd acknowledge that to be effective, ttaining must achieve a number 

of objectives: first, it must meet incHviduaHsed needs withki an organisational needs 

analysis, or in other words, ttaining must be for a specific purpose, not just for the 

sake of it. Second, ttaining objectives must be speUed out, and thkd, it must be 

conducted by people who speciaHse in provicHng formaHsed, official and systematic 

ttakkng. Training can either be 'on-the-job', lead by another employee, or 

'professional' in orientation, based in universities or higher education institations 

such as technical coUeges. 

Employee benefits &" services 

Benefits and services are forms of compensation other than wages and salaries. In 

many cases they are required by law, but otherwise are developed to improve 

employee satisfaction, atttacting and securing employees, and for security purposes. 

Benefits were described as financial in nature, such as kisurance, pensions and 
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superannuation, whereas services are non-financial, such as health and safety 

concHtions. 

Performance measures 

Standard performance measures for human resource management were staff 

tumover, morale, and employee output and service quaHty. Staff turnover is 

measured comparatively against both past intemal figures, and industry norms 

(although tiiere were none that respondents could name, but they acknowledged the 

concept and claimed to measure subjectively against other 'similar' kidustries). 

Morale is even more elusive, and is measured quaHtatively, by 'feel' and employee 

output. Service quaHty is measured partiaUy through quaHtative means; general 

accuracy, economy and competence of the employee, as weU as complaints, and 

partiaUy through quantitative means, especiaUy where employees are dkectiy 

responsible for certaki management areas, and can be statisticaUy measured 

accorcHng to thek output. 

F) Spedal projects management 

Special projects management includes those programs kittoduced by organisations 

that are proposed, mapped out, or in production, but aren't yet considered under 

another management practices area. WhUe the management practices used are the 

same as those appHed to other management cHscipHnes, 'Generic' respondents 

cautioned that undertaking a 'special project' is time consuming and precarious, and 

as one respondent put it, sometimes 'requiring individuaHsed and specificaUy adapted 

practices'. This depends on the nature of the project; specificaUy whether it's a 

single, 'one off, or an ongoing project, as Chart 4.18, on the next page Ulusttates. 
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Chart 4.18 - Special projects management 
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Content and context 

AU sis 'Generic' respondents highHghted the importance of managing special 

projects, particularly as vehicles for change management or organisational 

development and survival. Special projects commonly kicluded the accmement of 

finances for ventures ranging from venue purchase to organisational survival, as weU 

as recruiting drives, 'grass-roots' development programs, programs for the 

cHsadvantaged, and cultural change ventures. AccorcHng to respondents, special 

projects wartant an independent management practice area because the context in 

which special projects are undertaken is different to 'normal'. In other words, whUe 

they view the practices themselves used in the management of special projects as 

simUar to ones in otiier management practice areas, the sitaation in which they are 

used can be cHfferent. Special projects are a, 'microcosm of management itself, 

according to one respondent, requiring practices related to infra-structure, marketing, 

finance, facUity, human resource, culture and event management. WhUe the content 

is essentiaUy the same, they consider the context sufficientiy cHfferent to requke, as 

one respondent suggested, 'unique action, mocHfied to the specific project, and 

restricted by envkonmental and financial variables'. Although this 'context' 

argument sounds simUar to that employed by 'Spot-fire' and 'Insular' administtators 

to support the view that that sport is a unique form of business, respondents do not 

see it this way, as the foUowing comment incHcates: 

Context is only irrelevant to the practices needed. That's what I mean when I say 
sport should be managed like any other budness, but that doesn 't mean that co­
ordinating a particular project won't require a certain acumen that is a unique 
blend of what we might call 'profesdonal' management practices. In this case 
what is profesdonal practice in mana^ng a project includes dealing with the 
context in which it is placed. 

The 'context' of special projects typicaUy includes restricted time, financial resources, 

human resources and flexibUity. GeneraUy, special projects are highly specific in 

nature and demanding in action. For example, a club may decide it needs to raise 

one miUion doUars in four months in order to survive, or an NSO may launch a she-

month intensive program to ttain Olympic bound athletes, as a certain number of 
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Olympic medals is the only avenue for maintaining commercial or govemment 

sponsorship. Such parameters make management exceedingly ttoublesome, exacting 

accorcHng to one respondent, 'aU the professional management practices an 

admimsttator can muster, aU compressed into a fraction of the time and with 

exponential pressure'. 

Single 'one-off projects 

The above examples are single, 'one-off projects, and tend to requke event 

management practices. Event management is cHscussed in a subsequent section. 

Ongoingprojects 

Ongoing projects are eventaaUy subsumed by other management systems, such as 

marketing management or facUity management, with single projects often taming 

into successful ongoing programs. For example, should a preparation program for 

the Olympics be successful, then it may be institated as a permanent fixture. 

Performance measures 

'Generic' respondents suggested that special projects should be evaluated on the 

basis of whether they achieve thek pre-determined objectives. However, they could 

not provide any alternative measures, nor could they describe in detaU how to go 

about comparing actaal results with pre-defined goals in a quantitative as weU as 

quaHtative way. 
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G) Infra-structure management 

Infra-structure management describes the management of the intemal mechanisms 

of the organisation, including the sub-structural composition of an organisation and 

its inner workings. According to non-'Generic' respondents, infra-structure should 

theoreticaUy be largely determined by the formal organisational structure in place, 

however, 'Generic' respondents argued that the opposite should be the case. They 

reported that factors such as communication, leadership, power, motivation and 

flexibUity are the core of the legal and clerical operational systems, which determine 

standard poHcies and procedures, as weU as shape the formal organisational 

structure. This relationship is depicted in Chart 4.19, on the next page. 
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Chart 4.19 - Infira-stnicture management 
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WhUe 'Generic' respondents cHscussed the ramifications of infra-stractare 

management on professional management practice, they only peripheraUy 

acknowledged that infra-structure is dependent on physical and formal organisational 

structure. The anomaly may be explained by 'Generic' administtators' cHsposition 

toward estabHshing formal structure based on infra-stmctural necessities. In other 

words, they prefer to manipulate the inner 'workings' of the organisation before they 

change the 'official' workings. On a practical level, this ttanslates into a deske to 

manipulate systems and procedures rapicUy and effectively; which are prolonged by 

formal changes. One respondent made the foUowing comment: 

When I came here, the marketing department was divided into a sponsorship 
team, which looked after all corporate junctions, and a membership team which 
was supposed to boost membership. The problem was that they just didn't 
communicate It was the old case of the right hand not knowing what the left 
hand was doing. At first I tried fordng them to meet once a week, but it didn't 
work. It didn't work because each team was evaluated independently, and secretly 
they were afraid that they would steal each other's ideas. Anyway it all came to a 
head when one booked a player's night for members on one night and the other 
booked a coporate 'meet the players' night for the sponsors on the same night 
The upshot of this was that I amalgamated the two teams, put them in an office 
together, desk to desk. Now they all work on everything and are evaluated as a 
group. That whole change took about half a day, and has paid dividends. But 
ima§ne what a process it would have been to formally change the organisational 
structure, then discuss it and all that No, the structure must be determined by 
what works for us, whereas in many organisations the structure determines how 
people work. 

The point made by respondents is that operational necessities should be aU 

important, and are important enough to change the formal stmcture in order to 

maximise efficiency and effectiveness, which are at tiie heart of professional 

management practice. 
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Infra-structure components 

'Generic' respondents suggested five constitaents moulding the infra-stmcture of an 

organisation, which requke dkect management. They were: first, communication; 

second, leadership; thkd, power; fourth, motivation; and finaUy, flexibUity. 

Respondents were not heavy on detaUs, however, when discussing these variables 

they did advocate general preferences in order for each constitaent to be maximised 

for organisational success. Thek preferences can be summed up in by one term: the 

'contingency approach', which holds that there are no 'best' approaches. AU 

approaches to communication, leadership, power, motivation and flexibiHty are 

'contingent' upon sitaational variables, and must be developed so as they fit the 

operational characteristics of the organisation. This contingency approach is 

consistent with thek beHef that the infra-structure should determine the formal 

structure, and in this case, the sitaation should determine the infra-structure. 

'Generic' respondents adhere to a 'grounded' methodology, where thek 

organisational infra-structure is determined by its requkements, rather than by an 

imposed structure or ttacktional leanings. 

Operational system 

There were two essential ckvisions which respondents considered part of the 

operating system. The first was the legal system, which was described cHfferentiy by 

every respondent, although a common denominator was legaHty in procedures. Two 

respondents viewed legaHty from a player and employee conttacts vantage, three saw 

legaHty as the operating 'parameters' of the organisation that cannot be ttanscended, 

and one subscribed to a type of eclectic legal 'hoHsm', wherein every management 

area should be mecHated by legal process and no operational poHcies knplemented 

until a legal analysis is undertaken (this final respondent was a lawyer by profession). 

The second cHvision was the clerical or administtative operations of the organisation, 

which includes the day-to-day procedures of running the organisation such as 

paperwork, banking, word-processing, answering phone inquiries, and dealing with 

customers 'face-to-face'. The combination of the legal and clerical systems provide a 

basis upon which standard poHcies and procedures are based. 
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Standard procedures 

One area in which aU respondents agreed was the necessity for organisations to 

estabHsh formal and documented procedures for every conceivable situation. In the 

words of one respondent, 'if someone was to waUi in here and say, how do you 

manage this place, we could give them our operations manual and they would be 

able to see exactiy what we do'. The need for these guidelines is to ensure that aU 

operational processes are of a consistent quaHty and can be dupHcated by anyone, 

krespective of experience and ttaining. 

Performance measures 

Respondents argued that evaluating the performance of kifia-structure characteristics 

is cHfficult, if not impossible. Several ways of isolating incHvidual components of 

infra-structure and measuring thek effectiveness or efficiency, were noted, but 

respondents coiUd only recommend a quaHtative and subjective assessment where 

staff are given the opportunity to participate in cHscussions concerning infia-

structure components such as communication channels and power relationships. AU 

six respondents were united in thek cHstrust of questionnakes and surveys, 

maintaining that employees rarely fiU them out honestiy; usuaUy writing what they 

think employers want to hear. Instead, 'Generic' respondents argued that if they 

want to know what thek employees' think, then they have to talk with them, and 

estabHsh a meaningful rapport. 

H) Event management 

Event management is closely aHgned with faciHty and special projects management, 

however, five out of six 'Generic' respondents rated event management as worthy of 

statas as an independent management cHscipline. Despite the respondents' beHef 

that event management is important, they faUed to itemise specifics. Nevertheless, 

they cHd incHcate that events requke cHfferent organisation depending upon thek 

nature; either participation or spectator based, and within these specifications, 

whether they are ongoing or single events. This is represented in Chart 4.20. 
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Chart 4.20 - Event management 
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Event nature 

Events were classified accordkig to thek basic function: participation or spectator 

based. Participation based events are those organised for the benefit of the 

participant, and tend to emphasise player faciHties and quaHty equipment, whUe 
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spectator based events are for the benefit of an audience and rely on the 

entertainment quaHty of the 'show'. In spectator based events, managers tend to pay 

particular attention to spectator faciHties, including amenities, and other peripheral 

services, such as pre-game, half-time and post-game entertainment, food avaUabUity 

and quakty, parkkig, comfortable seating, programs and music. This was considered 

particularly knportant as the money a sport consumer spends on the ticket for an 

event is only a smaU component of die total amount of money they can potentiaUy 

spend. The impHcations of this sitaation are explained by the foUowing comments 

of one respondent: 

At the top are places like the tennis centre, where surpridngly people don't mind 
paying a lot of money for their food and drink because what they get as a package 
is good quality, good value Contrast that mth a low standard entertainment, 
like club footbaU, where you go up to a hole in the waU and the lady there mth a 

fag in her mouth will sell you a pie and drink. At this other extreme the fadlities 
are poor. So there's a pressure on events, because if you want people to come hack 
then you must provide them mth what they want. They don't want to queue any 
more. They want to buy a T-shirt or a flag or a cap. All of that is becoming 
more important. The most entrepreneurial individual I know once told me than 
in America they do a lot of research on what attracts people to sporting events. 
They have a lot of big one off events in our sport over there He told me that their 
research showed that of the money people pay at the gate, that's typically only one-
third of the money they spend on the day. The food, T-shirt, flag program, book, 
all these other add-ons are becoming more important, and people don't mind 
payingfor them. But it's got to be quality and w^dd presented. It's got to be 
attractively packaged and freely available People mU not queue 

In adcHtion, the administtator must be cognisant of the burdens that ongoing events 

requke. Every respondent mentioned the Olympics as an example of the epitome of 

ongokig event management, and commented that ongoing tournaments are, 

'logistical nightmares'. Single events are easier to organise but leave no margin for 

ertor, and because there are no second chances, there must be the appropriate 

number of spectators and/or participants, and logistical services have to be, 'right 

first time'. The comments of one respondent highHght this argument: 
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When you organise an event it is very complicated and predse You must have 
documented details that are spedfic and thorough. I hate to use the word, but it 
must he professionally put together It requires strict disdpline, and careful 
planning. 

In summary, the 'Generic' approach presupposes that managing an event is a 

concoction of management practices such as planning, marketing, finance and 

human resource management. As a result, respondents were vague concerning the 

specific practices the administtation of a successful event requkes. 

Performance measures 

The most common performance measure for a spectator based event is gate receipts, 

however, as usual, respondents sttessed that a cost analysis must be conducted as 

weU, in order to provide 'real' measures. Thus, net profits are the ultimate measure 

of spectator events. Participation based events are more ckfficult to measure, as they 

are predominantiy measured on participant satisfaction. Quaktative measures of 

administtative and organisational 'smoothness' are useful, in adcktion to the number 

and severity of complaints. 

I) Culture management 

The concept of culture or organisational/corporate culture was adckessed by aU six 

'Generic' respondents. They defined culture variously, but certain commonaHties 

were evident: first, culture is a term used to capture an organisation's centtal 

phUosophy, namely its values and beHefs; second, culture is shared between members 

of an orgaiksation; and thkd, culture has an knpact on the performance of 

employees, and subsequentiy the performance of the organisation as a whole. As a 

result, 'Generic' respondents consider an awareness and the management of culture 

important in the 'professional' operation of an organisation. 
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Six factors were deemed pivotal to culture management with each mentioned by a 

minimum of three respondents each: first, the history and ownership of an 

organisation; second, its resources; thkd, its employees; fourth, its product/services; 

fifth, its envkonment; and finaUy, its objectives. These are depicted in Chart 4.21. 

314 



Chart 4.21 - Culture management 
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Another systems approach 

Respondents maintained that culture must be managed for several reasons. Fkstiy, 

culture can profouncUy influence employees' work effectiveness, as it provides a 

framework for acceptable behaviour and standards. Respondents frequentiy cited 

examples of organisations whose cultures emphasise certain values, such as service 

or exceUence. Accordingly, these organisations are renowned for thek abiHties in 

customer service and product/service quaHty, respectively. As a result, they 

accentaated the knportance of developing a cvUture appropriate to the organisation's 

mission. For example, one respondent suggested that his organisation had a 

ttacHtional view that planning in sport was impossible because of its intrinsicaUy 

dynamic nature. He maintakied that he was attempting to change this re-active 

culture into a pro-active one, where 'vision' is a centtal value. SimUarly, another 

respondent pointed out that she was unhappy with an apparent apathy from her staff 

towards satisfying customers' needs, and was endeavouring to construct a 'customer 

service' value as centtal to her organisation's culture. 

In order to manage and change culture, an understanding of its fundamental 

'buUding blocks' are essential. However, respondents pointed out that whUe these 

buUding blocks are influential in determining culture, they were uncertain exactiy 

how the process worked. For example, where an abundance of resources may 

manifest certain cultural ckspositions ki one orgaiksation, tiiey may create entirely 

cHfferent characteristics in others. 

History/ ownership 

An organisation's history is influential on its culture, and is particularly evident in 

sporting organisations, where ttaditions, myths and ritaaksed behaviour are 

embraced, past memories cherished and frequentiy reHved, and change feared and 

avoided. The length of time an organisation has existed is critical to its historical 

emphasis, as older organisations have more enttenched 'phUosophies', a point made 

by one respondent in the foUowkig comment: 
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Certainly my involvement mth other sporting administrators shows me that they're 
pretty well on the same sort of mentality concerning culture: that they're trying to 
instd within their sport, a more modem approach, which is difficult at times. 
Certainly in those sports that have been around for 100 years it is almost 
imposdble to break down some of the traditional values that have evolved and are 
now culturally entrenched. 

In adcHtion, the ownership and the type of orgaiksation is significant, as NSO's and 

SSO's are Hkely, for example, to have cHffering cultural compositions to national 

league clubs, respondents observing that clubs tend to have 'sttonger' more 

pervasive and estabHshed cultures than NSO's and SSO's. Ownership of clubs can 

affect thek culture as weU, although profit-seeking, privately-owned 'franchises' do 

not predominate in AusttaHa. Nonetheless, respondents cautioned that the amount 

of privately-owned franchises wUl increase in the near future, and precHcted that 

privately-owned clubs wiU ckasticaUy affect the aggregate culture of national sporting 

leagues and, ultimately the sport industry itself 

Resources 

The amount of resources, both human and financial can affect culture in so far as 

the resource source, either predominantiy intemaUy or extemaUy generated is 

important. Moreover, the composition of extemaUy generated resources, either fiom 

govemment grants or commercial sponsorship, can also influence culture, although 

respondents cHd not elucidate this observation. 

Employees 

'Generic' respondents pointed out that employees play an enormous role in creating, 

makitainkig and changkig an organisation's culture. They specified two categories of 

employees: administtative employees and players. Administtators deal with the 

organisation's customers, and are judged accorcHng to thek competence and 

personaHty, which ki turn affects culture. WhUe administtative employees are 

kifluential in the estabHshment of the office culture of an organisation, respondents 
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were less clear how players, eitiier from a representative team or club players, can be 

influential, altiiough tiiere was a consensus from respondents that players have a 

greater knpact tiian adnknisttative employees. One respondent's comments may 

explain this beHef: 

A player can demonstrate a club's character in one action, that is viewed by 
hundreds or thousands of spectators who then take it upon themselves to translate 
that dngle action into a stereotype for the team, and the team's character is 
imposed on the whole organisation. It's the same for umbrella sport organisations. 
Remember that Korean boxer who won in the Seoul Olympics because it was 

fixed? Well from that one action, we all say that the South Korean Boxing 
Federation is corrupt It works on a National scale, as well Look at Ausde 
athletes: they're seen as being tenadous and gutsy, so the whole country is 
stereotyped as 'battlers'. 

Thus, the skiUs of players and the knowledge of administtative employees are integral 

to an organisation's culture. In adcktion, cultural ttaits can be imposed from 

expectations by customers or the general pubHc, or can be intemaUy generated by 

employees' common actions and beHefs. 

Product/ services 

The actaal product and/or services that an organisation provides also can influence 

culture, according to 'Generic' respondents . This can vary depending on whether 

the orgaiksation is spectator or participation based, because spectator based 

organisations emphasise cHfferent services than participation based organisations. 

For example, the primary service deHvery component of a spectator based 

organisation is the quaHty of the match or game played, whereas the actaal match 

quaHty of a participation based orgaiksation is incidental. Participation based 

organisations emphasise the services provided for the competition so that 

participants can determine thek own quaHty. However, respondents couldn't specify 

whether participation or spectator based organisations have common cultural 

attributes, or where organisations promoting both the participation and the spectator 

components of thek sport fit in. However, two respondents ckd speculate that the 
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sport itself affects an organisation's culture. For example, they suspected that 

aggressive sports such as rugby league are more likely to have more aggressive 

administtative poHcies, although they could not specify whether that is because the 

orgaiksation is likely to have former players employed in an administtative capacity, 

or whether the sport itself influences otherwise placid managers. 

Environment 

The context in which an organisation operates was another prominent factor 

affecting culture management. Factors include: the govemment, in particular thek 

poHcies concerning the subsicksation of sport and the relative importance of eHte 

success and participation rates; the labour market, namely industrial relations and 

employee law; the needs and demands of consumers; the economy, specificaUy the 

effect on consumer cksposable income for leisure and entertainment; and the 

weather. 

Organisational objectives 

The final common factor acting upon culture was organisational objectives. For 

example, organisations seeking eHte success may inherentiy possess cHfferent cultural 

characteristics than those pursuing 'grass-roots' participation, and those seeking 

profit. Again, no respondents highHghted whether there are typical sets of cultural 

ttaits for organisations with certaki goals, possibly because they beHeve that culture 

cannot be classified on the basis of any one overt and readUy observable factor. 

Rather, culture is a complex organism, and as one respondent put it, 'the whole is 

greater than the sum of its parts'. In other words, an organisation's culture is more 

than just the aggregate of its influencing factors. 

Performance measures 

Ultimately, culture performance is measured by organisational results, witii aU 

'Generic' respondents makitakkng that tiiey were able to monitor cultare informaUy. 
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WTiUe they argued that thek organisations' domkiant values and beHefs are 

subjectively measurable, no two administtators described similariy how this can be 

achieved, and none could outline how it is done in any systemised manner. Instead, 

they tended to base thek cultural assessments on thek own quaHtative interpretation 

of thek organisation's core phUosophy. 

Culture and the professional management practice typology - a comment 

It is worth noting that each of the four classifications of administtators and 

organisations (based on thek approach to professional management practice) shared 

many common assumptions, beHefs and expectations, and it may not be 

unreasonable to surmise that they also shared some cultural ttaits. Beyond the 

parameters framing the typologies supporting professional management practice, 

these potential coUective attributes are knpossible to nominate without further and 

specific research. 

Step 9: Business plan 

WhUe die above nine management areas are considered kidependentiy, the next step 

ki the 'Generic' management practice metiiodology involves tiie syntiiesis of aU tiiese 

plans into one complete 'business plan'. 

To recap, 'Generic' respondents advocate a complete, systems approach to 

professional management practice. At tiie core of tiks system is tiie management of 

nkie specific areas described in detaU ki tiie previous section. Each of tiiese 

management areas'manifests a specific and independent plan, which contribute to 

tiie achievement of tiie organisations' objectives. In accordance witii tiie systems 

approach, once tiiese kidividuaHsed plans have been developed, tiiey are 

subsequentiy consoHdated into one composite buskiess plan, tiiat is simultaneously 

knplemented. The tiieoretical result is tiiat services are deHvered ki such a way tiiat 

the possibiHty for actoakskig thek objectives are maxkmsed. 
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Step 10: Product/ service delivery 

WhUe products and services are continuaUy deHvered in an ongoing cycHcal process, 

to conceptaaHse this process as a Hnear progression is useful. Therefore, for the 

purposes of this explanation, the process of product/service deHvery has been 

approached in successive and incremental steps. 

Once the products/services are provided, they are stadied and analysed to ensure 

that they are meeting the needs of the customers, and are of sufficient quaHty. In 

adcHtion, the processes associated with deHvering the products/services are examined 

formaUy and metiiocHcaUy to ensure that they maxkikse efficiency and effectiveness. 

'Generic' respondents described this practice as quaHty management. 

Step 11: Quality management 

AU six 'Generic' respondents maintained the importance of what they termed quaHty 

management, which is the coUection of principles and management practices which 

place an emphasis on the process of product and service deHvery and quaHty. The 

guiding premise upon which quaHty management is based, is that developing and 

maintaining quaHty is not costiy, but rather the opposite; quaHty makes money and 

saves resources. It centtes on, as one respondent put it, 'doing the job properly the 

first time', and aims to satisfy customers, whUe simultaneously creating a committed 

and happy work force. Moreover, respondents argued that aU products and services 

have processes involved in thek creation and deHvery, and that quaHty management 

revolves around stteamlining these processes. 

AU six 'Generic' respondents exercised varying levels of interest in and appHcation of 

quaHty management practices, and aU included quaHty management in thek 'system' 

of professional management practice. Of the six 'Generic' respondents, three were 

able to explaki, kiterpret and cHscuss the 'nitty-gritty' details of quaHty management, 

whUe the remaining three cHscussed the topic incompletely. In fact, one orgaiksation 

had recentiy been asked by the AusttaHan Sports Commission to prepare a paper 

outlining quaHty management practices and thek appHcation to AusttaHan sporting 
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organisations, after winning an international quaHty award for thek management of 

an international event. 

As a result of synthesising 'Generic' respondents practices and beHefs concerning 

quaHty management, six fundamental steps or components were revealed. They 

were: first, customer focus; second, prevention; thkd, decrease inefficiency; fourth, 

continuous improvement; fifth, employee involvement; and finaUy, common 

dkection. QuaHty management is diagrammaticaUy Ulusttated in Chart 4.22 on the 

next page. 
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Chart 4.22 - Quality management 
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What is quality? 

According to 'Generic' respondents, the point of quaHty management is to deHver a 

better and continuaUy knproving 'quaHty' of service. Respondents identified five 

dknensions of quaHty: first, consistency; second, physical; thkd, trust; fourth, 

reaction; and fifth, caring quaHty. These cHmensions were mentioned by respondents 

as various names and with cHffering terminology, with none of the six mentioning 

every dimension, and most noting three or four. 

Consistency of quaHty refers to the abUity of an orgaiksation to deHver services tiiat 

are dependable and reHable, or ki other words, can be depended upon to be the 

same, or at least of a comparable quaHty every time they are measured. One 

respondent described this dimension of quaHty: 

We provide the service of affiliation, and quality control We formulate the rules 
and guidelines for the game, so that there is condsteng in the delivered service. In 
other words, the affiliation guarantees that the product quality is standard and 
unvariable (sic). Conditions must he the same. No sudden rash changes. It 
must he the same quality service every time. 

Physical quaHty relates to the 'actaal' quaHty of the service, for example, it is of no 

benefit having a consistentiy poor level of quaHty. Thus, physical quaHty measures 

the obvious, overt and tangible physical aspects of the service or the product, Hke the 

deskabUity of facUities, the standard of coaching or umpiring, or the concHtion of 

equipment. Trust quaHty refers to the degree of faith customers have in the products 

or services provided. One respondent described it as, 'the abiHty of the 

organisations' representatives to convey assurance, confidence and competence so 

that customers associate rekabiHty and dependabiHty with the organisations' products 

and services (a common word used to describe trust quaHty was 'professionalism'). 

Reaction quaHty measures an organisation's abUity to respond to customers' needs, 

and is gauged by promptoess and responsiveness. Caring quaHty is the abUity of an 

organisation's employees to foster a sympathetic attitade to thek customers via 
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incHviduaHsed attention, and mindfulness of detaUs. These dimensions are Ulusttated 

in Chart 4.23. 
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Chart 4.23 - Quality 
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Customer focus 

AccorcHng to respondents, quaHty management is about acknowledging the 

significance of the customer, who should be the number one focus and priority of 

the organisation. An organisation must know and understand the needs and 

potential needs of thek present customers and thek potential customers, and these 

needs must be understood and reflected accurately in the specification and deHvery 

of services. Fkst, before anything can be undertaken, the customers must be 

defined, seconcUy, thek needs must be determined, and thkcUy the services must be 

changed, mocHfied or enhanced to suit thek needs. Although this may sound simUar 

to a marketing approach, where administtators design various marketing techniques 
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to 'seU' services to different customer segments, ki conttast, quaHty management is 

not about manipulating tiie customers (via marketing) to suit the service, but to 

change tiie service kself to suit tiie customer. This whole process can be undertaken 

by extensive kiteraction witii customers, as explakied ki tiie foUowmg respondent's 

comment: 

We condstently survey all of our customers, both corporate and members, to 
determine whether what we've provided has delivered the service that we aimed to. 
We evaluate the programs via surveys for feedback and by talking to them 
directly. For example, we have a system where we randomly phone survey one-
hundred customers per week. It doesn't take long but it reveals a lot about our 
quality, and about whether what we're providing is what customers want Based 
on this information, we 're continually chan^ng our services. 

Prevention 

Resources can be saved, and ultimately quaHty is improved when difficulties in 

deHvering services can be determined and eliminated prior to thek manifestation. 

The further along the process that the fault is ckscovered, the more costiy it is to 

resolve. Respondents argued that prevention is achieved through visionary 

management (described in previous sections), where potential problem are identified 

before they occur. 

Decrease ineffidendes 

Respondents cited many examples of employees who apparentiy work very hard, but 

ultimately add Httie or nothing to the value of the service. Decreasing inefficiencies 

is about stopping this because, as one respondent noted, 'only results are paid, not 

effort'. Often inefficiency or waste can come in the form of several employees doing 

the same job, unnecessary meetings, handling paperwork more than once, lost 

opportunities, sloppiness, indolence, poor attitade, wasting time, and not doing the 

job properly the first time. Variations must be reduced withki the system. This is 

achieved through a clear definition of the product or service deHvery process, and an 

estabHshment of priorities, which paves the way for continuous improvement. 
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Continuous itTiprovement 

An organisation cannot depend on what one respondent caUed, 'a fifty-five meter 

goal on the sken to win'. Product and service deHvery must improve incrementaUy 

and constantiy, and is achieved through efficient and effective work practices, where 

the day-to-day operation of the organisation can be improved. In essence, it is a, 

'work smarter, not harder' approach. This process of knprovement is reaHsed 

through the practice of process analysis, which can determine what areas action 

should be taken ki order to improve quaHty of product or service deHvery. Chart 

4.24 depicts the process analysis procedure. 

Chart 4.24 - Process analysis 
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The first step in any analysis is to understand the process. In order to fuUy 

comprehend a process, three questions must be answered thoroughly: How does the 

process presentiy operate? What is k supposed to accompHsh, or in other words, 

how does the result fit into customer needs? What is the best way known at the 

moment of carr3dng out the process? 

After tiie process is described ki a step-by-step fashion, it is clear exactiy who works 

on the process, what material and information goes in to it, what skiUs and 

knowledge are requked, and what happens ki between. Identifying customer needs 

and concerns focuses the orgaiksation on the fact that the purpose of the work is to 

benefit the customer. Thus, if the process doesn't dkectiy benefit the customer, it 

should be scrapped. FinaUy, the development of a standard procedure is the 

culmination of an intricate understanding of the system. By standarcHsing the 

process, it becomes dupHcable and more easUy improved. 

The second major step involves eHminatkig ertors, which is based on the simple 

premise that everyone makes mistakes, but these mistakes can be conttoUed and 

often prevented by simple changes to the process. Such actions were described by 

one respondent as 'ertor proofing'. After this is undertaken, a stteamlining of the 

process can be implemented, which becomes, as another respondent put it, 'the final 

refinement' for what should be an efficient process by this thkd stage. Here 

processes are tightened and refined, and the 'slack removed'. 

The fourth step necessitates variation reduction, which hinges upon the accuracy and 

consistency of performance measurement, so that data coUected is meaningful. In 

order for this to be accompHshed, performance evaluation goals must be carefuUy 

identified, operational definitions estabkshed, and measurement consistency and 

StabiHty frequentiy monitored. 

FinaUy, to complete the cycle, continuous improvement must be planned, where 

process outcomes are monitored. In other words, an organisation must plan to 
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continuaUy analyse tiiek processes. Process analysis may be best understood via an 

example, which one respondent provided: 

You have to paint pictures about process definitions in order to understand it I'll 
give you an example. An employee here made a mistake recently. He paid out 
too much money in pri^e money. I said to him, 'what are you going to do about 
it'. He said that he would try to get the money back. I said, 'no, what are you 
going to do about it'. He said he would try harder next time. I said, 'no that's 
not the way to solve the problem'. 

You must define a process and one that has checks built into it The check might 
simply be the dgnature of your secretary on the hit of paper, in order to certify that 

you're doing the job properly. That's a quality check udng a process analyds. 
You would then be concemed that she won't dgn it if you haven't done the job 
right The last person who deals with it sees that there are dx dgnatures on it, or 
that person from time to time asks to see the records to see how they've got on. 
These are all process-driven activities. These things are difficult Customer service 
is a good example. If you ring here, every dngle time you ring here, the phone will 
he answered the same way. That was not the case when I came here. It may not 
seem important, but its very important to me. 

Employee involvement 

Respondents argued that it is absolutely essential for aU employees to involve 

themselves in the quaHty management process. This is for two reasons: the first is 

that no administtator can possibly have a complete understanding of aU processes, 

and as a consequence, employees can provide valuable information concermng 

quaHty improvements. SeconcUy, involvement in the decision-making process is 

kitrinsic to job satisfaction, therefore, involved employees are happier employees. 

Common direction 

An understanding of the macro organisational direction is essential to a clear 

understancHng and acceptance of common management practices and resulting 

actions. When aU employees are aware of what the organisation is attempting to 

achieve, they wiU be encouraged to release the vast store of knowledge they possess 

about thek jobs, and improvements that can be made. In the words of one 

respondent, 'everyone must be paddlkig in the same dkection'. 
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Measuring quality 

Respondents suggested tiiat quaHty can be evaluated by findbg formal measures for 

each of tiie dknensions of quaHty: consistency, physical, tmst, reaction, and caring. 

WhUe each respondent specified tiiek own measures of quaHty, they had notikng m 

common, altiiough, tiiey did highHght some important characteristics of quaHty 

management measurements. Performance measures must evaluate the correct and 

appropriate factors, be widely accepted by tiiose that use them and be detaUed, 

frequentiy used, accurate, understandable and crecHble. 

Step 12: Outcomes <&performance measurement 

AccorcHng to respondents, as products and services are deHvered they meet the 

needs of customers somewhere on a continuum between total success and total 

faUure. However, determining the precise location on this imagined continuum is 

impossible without performance measures. An organisation without performance 

measures is, as one respondent observed, 'Hke a sport without a scoring system: 

footbaU without goal posts'. It is at this stage that the macro performance measures 

(objectives and by extension KPI's) are assessed, and it is determined whether the 

organisation is successfuUy meeting its mission, and is on the way to reaHsing its 

vision. 

In the early stages of the 'Generic' professional management practice examination, 

performance measures were cHscussed in relation to an organisation's KPI's. 

Throughout the cHscussion of the 'Generic' system, it has been emphasised that 

performance measures are an ongoing undertaking for 'Generic' administtators, and 

that performance measures are used at a micro level as weU as a macro one. They 

beHeve that planning methods, management areas and quaHty management are aU 

Hnked together intrinsically by performance measures. If they are not present, 

administtators warn that poor performance, maintenance of the statas quo, wasted 

time, effort and resources, and low morale wiU be inevitable consequences. To 

ensure that this does not occur, management components must be integrated mto 

one system, via performance measures. 
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Performance management kivolves tiie ttansfertal of objectives mto a process, which 

kicludes taking action, measuring tiie effects of tiiat action, knprovmg poor or weak 

processes and capitaHskig on good ones. The driving supposition behmd 

performance measurement was summed up in the comments of one respondent: 'If 

you want to manage performance, you first have to come up with a way of 

measuring k'. This is especiaUy important given the nature of decision-makkig, 

which is based on avaUable information, which in turn comes from systems of 

feedback. Thus, the measuring system must be effective and accurate, or else 

decisions wUl be based on false premises. 

Vision comparison <& system review 

Having reached the conclusion of the 'Generic' professional management practice 

system, actaal results are compared with pre-defined objectives, which ultimately 

ttanslates into a single question: has the vision been achieved? frrespective of 

whether it has or not, it wUl requke revision. 'Generic' respondents suggested that 

the vision should continuaUy be amended so that it remains a minimum of five years 

from actaaHsation. In fact, the entke system must be continuaUy repeated, 

monitored and re-defined. 

Concludon 

'Generic' respondents take a systems view of professional management practice, 

where cHscrete but overlapping and interconnecting management ckscipHnes are 

representative of an hoHstic process framed within sttategic guidelines and a quakty 

management context. 'Generic' respondents are characterised by several striking 

features. They identify with a macro or 'big picture' view of sport administtation. 

Unlike other groups, 'Generic' adtninisttators concede that they do not need to 

'know everything'. Theks is largely a role of sttategic coordination rather than 

precise activity. Despite this cHsplaced perspective, 'Generic' respondents were the 

only group to provide detaUs concerning 'micro' performance inckcators. Evidentiy, 

while they clakn to spend much of thek time engaged in coordination, this does not 
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preclude tiiem from functioning on an activity scale as weU. In addition, the 

'Generic' approach appears preoccupied Avith profitabUity analysis, a firm mdication 

of thek corporate orientation and acknowledgment of the importance that money 

plays in eHte sport. 

Congment with thek commercial buskiess approach, money remains the 

uncompronksing lord and master for the 'Generic' administtator, despite the 

ostensible knportance of athletic victory. Thus, m general, whUe the 'Generic' path 

to professionaHsm is structuraUy unique and functionaUy detaUed, it can be compared 

comfortably with the theoretical expectations outHned in common management 

texts. 

The emphasis on a sttategic dkection has akeady been noted, and the use of mission 

and vision statements, objectives and SWOT analysis are fundamentals of sttategic 

planning (American Quakty Foundation - Emst & Young, 1992; Asian Business 

magazkie, 1995; Dkector Magazine, 1994; EUon, 1992; Gephart, 1995; Mclntyre, 

1995; Saratoga Institate, 1993; Witte, 1994). Furthermore, the appHcation of specific 

result areas, measures of performance, gap analysis, benchmarking and sttategic 

thinking, although sometimes obscured by varying jargon, are also not uncommon in 

management Hterature (Ansoff, 1965; Blanchard, 1993; Bryson, 1995; Clemmer, 

1996; CoUins & Porras, 1991; Dmcker, 1990; Evans, 1994; Fackeknann, 1991; 

Fishman, 1995; Hamel, 1996; Handy, 1988; HaskeU, 1995; Higgms & Vincze, 1995; 

HUl & Jones, 1995; Jacokes, 1996; Jones, 1996; Kuhn, 1995; Lknerick, 1990; Loehle, 

1995; Massengale, 1995; Nanus, 1996; Nelson, 1995; Mkitzberg, 1994; Porter, 1996; 

Thompson & Strickland, 1996; WeUer, 1994; Wheelen & Hunger, 1995). 

The concepts outHned by 'Generic' administtators concerning financial management 

focused on budgeting, the management of the three major financial statements 

described by most accounting texts and financial ratios (Hey-Cunningham, 1993; 

Hoggett & Edwards, 1987; Martin, 1994; Sttaughn & Chickadel, 1994). Notewortiiy 

is thek classification of income kito govemment, sponsorship and membership, and 
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expenckture into operations, wages and services, which matches no conventional 

accounting model. 

Although less detaUed than mdimentary marketing sources, the 'Generic' approach 

to marketkig management remains customary (Bkkett, 1990; Blanchard & Bowes, 

1993; Brooks, 1994; Geldard & Skiclak, 1996; Muffin, Hardy, Sutton, 1993; Pitts & 

Stotiar, 1996; Rossiter, 1987; Schaaf, 1995; ShUbury, Qmck & Westerbeek, 1997). 

The only apparent deviation from 'standard' categorisation is the emphasis placed on 

sponsorship, as it was segregated from other forms of personal selling. Noteworthy 

was the absence of market positioning and cHfferentiation techniques. 

FacUity management practices were characterised by a unique demarcation between 

types of facUities, namely, playing, office, ttakkng and social, and a cHsregard for any 

specific management techniques. In this sense, it is unclear why faciHty management 

demanded a prominent place in the 'Generic' approach. SimUarly, respondents 

merely described event management types: participation or spectator, tournament or 

single-event, rather than highHghted specific practices. It is also unclear why special 

projects were considered an independent management cHscipline when it closely 

resembled event management and encompassed development, marketing, human 

resource, financial and faciHty management at its core. These apparent anomaHes 

may only been resolved through adcHtional research. 

The 'Generic' approach to infra-stmcture management emphasised the importance 

of makkig form fit function, rather than aUowing organisational stmcture to 

determine operational relationships. This notion is similar to contemporary views of 

sttucture which accentaate flexibUity, project teams, decenttaksation and delegation 

(Bridges & Roquemore, 1996; Greenberg & Baron, 1995; Martin, 1994; Morgan, 

1993; Osborne & Gaebler, 1992; Peters, 1992; Pmchot & Pinchot, 1993; Slack, 

1997). However, kifra-stmcture was not Hmited to stmctural characteristics. 

According to 'Generic' respondents, k also kicluded the management of an odd 

assortment of behavioural factors such as communication, leadership, power, 

motivation and flexibUity, and operational necessities, convenientiy framed witikn a 
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sitoational guise, tiiereby escapkig further explanation. Agam more research is 

needed to unravel this conundrum. 

Culture management was anotiier area tiiat featured a sttong descriptive element. 

Respondents left the knpression tiiat they understood what affects culture, 

SpecificaUy, history, resources, employees, products and services, the envkonment 

and objectives, however they ckd not communicate an appreciation of how to 

manage cultural change. Nevertheless, these elements of organisational culture are 

relatively commonplace in management Hterature (Barley, 1985; Chapman, 1988; 

Cooke & Szumal, 1993; Deal & Kennedy, 1982; Gordon & DiTomaso, 1992; 

Mkitzberg & Quinn, 1991; Ott, 1989; Peters & Waterman, 1982; Schwartz & Davis, 

1981; Scholtz, 1987; Schneider & Rentsch, 1988; Smith & Stewart, 1995). 

FmaUy, m adcktion to the sttategic dimension, quaHty management was common to 

aU the management cHscipHnes. The 'Generic' approach advocated six 'principles' of 

quaHty management: customer focus, prevention, decrease inefficiencies, continuous 

improvement, employee involvement and a common ckrection, aU of which can be 

found in Demkigs (1982) original fourteen points Hsted in Chapter two. 

It may be reasonable to surmise that this 'Generic' path to professionaksm does not 

encompass aU accepted and conventional techniques of management. Although it is 

possible that some techniques that are considered important by academics, 

theoreticians or business-people, are in reaHty not useful to the effective 

management of sport, it is equally Hkely that 'Generic' admkksttators do not possess 

the 'total' picture. Nevertheless, it is clear that they utUise a system of management 

practices characterised by a heavy functional orientation, which are mediated and 

dkected via a sttategic and quaHty focus. 

Perhaps of greatest significance is that whUe most of these management techmques 

are commonly undertaken in the 'commercial business worid', they have never 

before been combined together to describe 'professional management practices'. 
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CHAPTERS: CONCLUSION 

5.1 Introduction 

In concluding this research, it may be useful to once again return to its original aims. 

The general purpose of this research was to explore the Hterature on professional 

management practice and to assess its knpact on the beHefs and behaviours of sport 

administtators in AusttaHa. Within these broad parameters, the specific aims were: 

first, to identify the management systems which comprise professional management 

practice; second, to identify those factors that may affect sport admkksttators' beHefs 

or appkcation of professional management practice; and finaUy, to constmct a 

t3^ology of professional management practice used by Austtalian sport 

admkksttators. This chapter seeks to adckess these issues, and to place thek 

importance within the boundaries of the present body of knowledge. 

As the research project progressed, it made sense to adckess the second specific aim 

first: that is, to identify any factors that may affect sport administtators' beHefs or 

appHcation of professional management practice. The first and thkd specific aims 

were dealt with conciurentiy, but after the second. 
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5.2 Factors affecting the use of professional management practices 

Three major factors were found to affect administtators perceptions and uses of 

professional management practice. The first factor was identified as fundamental 

assumptions, which covered administtators' views on the relationship between 

business and sport, and thek beHefs concerning the framework in which professional 

management practices are employed within thek own personal experience. The 

second factor was identified as professionaHsm, which included administtators' views 

on the notion of professionaHsm and its meaning and appHcation to thek own choice 

of management practices in sport. The final factor was identified as contexmal 

forces, which involved the manner in which the organisational and industrial 

envkonment affects administtators' use of professional management practices. 

However, exactiy how each factor impacted upon the professional management 

practices of respondents was not clear untU aU three factors were combined to 

construct a typology of professional management practice in sport 

5.2.1 Fundamental assumptions 

There were two fundamental and conttasting assumptions from which the 

management of sport was viewed. The first was that sport is a unique form of 

business and must be managed taking into account tiiese unique factors, whUe the 

second was the presumption that sport is a generic form of business and should be 

managed in the same way as any other business. These assumptions are Ulusttated m 

Chart 5.1. 
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Chart 5.1 - Fimdamental assumptions 
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5.2.2 Professionalism and Sport 

There were two centtal approaches to the issue of professionaHsm. These were 

termed the conduct approach and the competence approach. Both approaches are 

behaviouraUy grounded and are Ulusttated in Chart 5.2, below. 

Chart 5.2 - Dimensions of professionalism 
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The conduct approach holds 'appropriateness' of behaviour as its centtal theme, 

whUe the competence approach maintains that the 'aptitades' leading to behaviour 

are the pivotal factor in professionaHsm. ProfessionaHsm was defined as foUows: 

ProfessionaUsm is the commitment to appropriate conduct and 
competence, wherein ethics, image, service and effort are 
paramount, and the combination of ability, insight, vision, 
quaUfications and experience culminate in the progressive 
reaUsation of exceUence. 
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ProfessionaHsm was also found to be related to management onentation. 

Management orientation was divided into two major components: first, a process 

focus, which concems die course of action taken witii an emphasis on kiputs ratiier 

tiian outputs; and second, an outcomes focus, which is the natural opposite of tiie 

process focus and centtes on outputs ratiier tiian kiputs. Management orientation is 

Ulusttated in Chart 5.3. 

Chart 5.3 - Dimensions of management orientation 
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Each of the cHmensions of professionaHsm was found to be connected with the 

management orientation focus of respondents, and a typology was formed around 

the concept of professional management orientation. Four categories of 

professional management orientation were constructed: first, a process/conduct or 

'Social' orientation; second, a process/competence or 'Developmental' orientation; 

thkd, an outcomes/conduct or 'UtUitarian' orientation; and finaUy, an 

outcomes/competence or 'RationaHst' orientation. The 'Social' orientation focuses 

on the appropriate behaviour of employees and the systems in place that they work 

within, whUe the 'Developmental' orientation is simUar in that the methods and 

procedures associated with the operation of the organisation are important, although 

in conttast it is the operations which are of significance, rather than how they are 

undertaken. The 'UtUitarian' orientation concenttates on positive results, achieved 

through appropriate behaviour, and the 'RationaHst' orientation assumes a 'whatever 

it takes' attitade to successful management, focusing on the abiHties, skiUs and 

knowledge requked to acquke objectives. 
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When respondents' comments were analysed, it was determined that a particular 

professional management orientation resulted in a congment professional 

management practice. WhUe extteme orientations were associated with extteme 

practices, the closer the respondent's management orientation was to a balance 

between the four variables, the more Hkely they were to employ an hoHstic approach 

to professional management practices. The sttonger the rationaHst orientation, the 

greater the respondents' use of outcomes focused practices, such as performance 

measurement, and the sttonger the Social orientation, the greater the respondents 

use of process focused practices, such as process analysis. In adcktion, when the 

fundamental assumptions about sport and business were added to the model, it was 

found that the sport as generic business 'group' were generaUy RationaHst, whUe the 

sport as unique business 'group' were more generaUy Social. This typology is 

reproduced in Table 5.1. 
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Table 5,1 - A typology of professional achievement 
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There were two elements that were used to summarise sport organisations' 

contextaal paracHgms. They were organisational ckrection and industry dkection. 

Organisational dkection refers to whether an organisation's focus is inside or outside 

of thek own ckcumstances, and depends on whether thek intention is to confine 

thek analysis to thek own club or association, or whether they refer to other similar 

clubs and associations for guidance. Dimensions of organisational dkection are 

Ulusttated in Chart 5.4. 
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Chart 5.4 - Dimensions of organisational direction 
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Industry dkection considers whether an organisation is concemed exclusively with 

the industry they are involved ki, or whether they look to other organisations outside 

of the sport industry to learn from. Dimensions of industry dkection are contained 

in Chart 5.5. 

Chart 5.5 - Dimensions of industry direction 
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The two continuums of organisational dkection and industty dkection are combined 

to create a typology that classifies aU organisations into four categories. They were 

named (with organisational dkection first, tiien kidustry dkection): first 

intemal/kitemal or 'Inttospective' organisations; second, kitemal/extemal or 

'Expansive' organisations; tikrd, extemal/kitemal or 'Insular' organisations; and 

finaUy, external/external or 'Global' organisations. The typology is Ulusttated ki 

Table 5.2. 
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Table 5.2 - Typology of orgamsational and mdustry direction 

SPORT INDUSTRY 
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The 'Inttoverted' orgaiksation is characterised by an isolatiomst attitade, focuses on 

the pecuHar cHfficulties of its own structure and function, and makes Httie attempt to 

UtUise the examples that other non-sporting organisations have set. 'Inttoverted' 

organisations are typicaUy highly dependant on extemal income sources to survive. 

Like the 'Inttoverted' organisation, the 'Expansive' orgaiksation is caught up in its 

own intemal uncertainties, however, unHke 'Inttoverted' organisations, it recognises 

the place it holds in the 'business community'. With an extemal organisational 

dkection, the 'Insular' organisation is cognisant of other managerial approaches to 

sport, and benefits as a result in terms of independence. However, the 'Insular' 

organisation holds an intemal industry focus, leaving it heavUy contingent upon 
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extemal and therefore unpreckctable income sources. 'Global' organisations 

maintain that aU enterprises have something to offer in terms of thek management 

practices, emphasise the importance of research and development, and readUy 

acknowledge the knpact of Austtaka's contemporary market economy on thek abiHtj' 

to sustain a long-term enterprise. Each category is summarised in Table 5.3. 
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Table 5.3 - Adnaitustrative ditection: An orgamsational profile 

• less than $lm 

• significant extemal 
generation of income 

• significant govemment 
assistance 

• pa id /unpaid 

I. 
'INTROVERTED' 

• greater than $lm 

• significant extemal 
generation of income 

• sigiuficant government 
assistance 

• pa id /unpaid 

III. 
'INSULAR' 

• less than $lm 

• not significant extemal 
generation of income 

• not significant 
govemment assistance 

• paid/unpaid 

II. 
'EXPANSIVE' 

• greater than $lm 

• not significant extemal 
generation of income 

• not significant 
govemment assistance 

• paid/unpaid 

IV. 
'GLOBAL' 
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5.3 A typology of professional management practice 

Respondents were categorised within two gross management perspectives: first, the 

common-sense approach, which views management as an activity requiting Httie 

other than common sense; and second, die theoretical best-practice approach, which 

holds that in adcHtion to common-sense, there are a 'set' of management best-

practices that may be used to maximise an organisations' processes and outcomes. 

The two management perspectives are Ulusttated below in Chart 5.6. 

Chart 5.6 - Broad management perspective 

COMMON-
SENSE 

BROAD 
MANAGEMENT 
PERSPECTIVE 

THEORETICAL 
BEST PRACTICE 

As organisational and industry dkection were combined to create a typology to 

describe organisational approaches to professional management practice, whUe broad 

management perspectives were combined with fundamental assumptions to create a 

typology describing individual approaches to professional management practice. 

Four categories were created, which aUgn with the four categories created by 

organisational and industty dkection. These four categories were labeUed: first, 

'Spot-fire'; second, 'SmaU-business'; thkd, 'Industry'; and finaUy, 'Generic'. The 

typology of professional management practices in iUusttated in Table 5.4. 
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Table 5.4 - Typology of professional management practices 

(INTERNAL SPORT INDUSTRY FOCUS) (EXTERNAL SPORT INDUSTRY FOCUS) 

SPORT AS A UNIQUE BUSINESS SPORT AS A GENERIC BUSINESS 

COMMON SENSE 

P.M.P. 

(INTERNAL ORG. 
FOCUS) 

MANAGEMENT 
PRACTICES 

(EXTERNAL ORG. 
FOCUS) 

THEORETICAL 
B.P. 

I. 

'SPOT-FIRE' MANAGEMENT 

'INTROVERTED' 

m. 
INDUSTRY MANAGEMENT 

•INSULAR' 

n. 
'SMALL-BUSINESS' MANAGEMENT 

'EXPANSIVE' 

IV. 

GENERIC MANAGEMENT 

'GLOBAL' 

The results revealed a cHversity of views on the nature of professionaHsm, what 

constitated professional practice, and how professionaHsm in sport cHffered from 

professionaHsm in business. Sports admkksttators viewed professional management 

practices along two cHmensions: the first dimension revealed thek perspectives on 

sport as a business, whUe the second signified their perspectives on management 

theory and ttaining. 

In terms of the sport as business perspective, respondents agreed that sport is a 

business but cksagreed as to what form of business sport takes. Opinion was ckvided 

into two 'camps'. Some respondents bekeved that sport is a unique form of 

business, and should therefore be managed using modified management practices. 
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Other respondents beHeved sport is generic business, and can be managed using the 

same practices as any other form of buskiess. 

Management perspectives can simUarly be placed within two exttemes that reflect 

the views of respondents. Fkst, the common-sense approach which views 

management as an activity requiring nothing other than common sense and 

necessitating no specific management ttaining or practices. Second, other 

respondents adopted a theoretical approach, which holds that there are a 'set' of 

management theories and principles that can be learned, and subsequentiy used to 

maxkikse an organisations' processes and outcomes. 
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5.3.1 Typel: Spot-fire' 

The term 'Spot-fire' is used to describe an approach to management practice that 

concenttates on ttouble-shooting on a 'day-to-da/ basis, or even 'crisis' 

management. Administtators subscribing to this approach attempt to put out 'spot-

fire's'. In other words, they focus thek attention on the most urgentiy pressing 

sitaation, emergency, cHfficulty or attention-grabbing concHtion. They utiHse a 'seat 

of the pants' approach and spend Httie time planning for future developments. 

Sport administtators who employ a 'Spot-fire' approach take a very sknple view of 

good, or best management practice. They make decisions based on common-sense 

and experience, and shun the idea of theory. They also beHeve that sport is a umque 

form of business that cannot be adequately managed by just ttansposing non-sport 

related management experiences. This insular and parochial view of sport 

management means that experience in 'other' work is undervalued. 

'Spot-fire' administtators deal with sitaations as they arise. One 'Spot-fire' informant 

maintained, for example, that this is a, 'normal occurrence', whUe another explained 

that they 'have to deal with serious emergencies every now and then, and m those 

cases everything is chopped. A thing wUl arise and take over, and when it happens, 

whole days are lost putting out the fires'. A concenttation on the day-to-day 

operation of the organisation, therefore, means keeping up with the most pressing 

areas of responsibUity. 'Spot-fire' managers suggested that this compromises thek 

abiHty to contemplate the future requkements of thek organisation. They pointed 

out that through no fault of thek own, they must behave reactively instead of 

proactively and pre-emptively, a consequence of thek so caUed, 'one man band' 

element. Frequentiy 'Spot-fire' administtators are the sole paid employee in thek 

organisation, and have no secretaries to caU upon, and no assistants to delegate to, 

undertaking activities from Hcking stamps to typing letters 
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'Spot-fire' practices 

The most striking inckcator of the 'Spot-fire' category, is the lack of formaHsed, 

systematic and documented management techniques. Respondents were vague and 

knprecise when explaining thek principles of professional management practice. 

This is not surprising given that the 'Spot-fire' approach rejects the need for 

grounded management principles. Theks is largely a reactive, extemporaneous 

approach, that comes in the form of a 'mish-mash' of practices, skiUs, pokcies, 

attitades, and objectives, aU generated fiom nothing more elaborate than common-

sense. Thek roles include keeping the board of dkectors informed, and working 

towards the goals of the organisation, although they rarely defined how this was 

achieved. When pressed, they usuaUy noted the importance of providing smooth 

and effective services. Inevitably, as one respondent commented, it always came 

down to the, 'common-sense management practices of sport, such as runnmg the 

office properly'. For the 'Spot-fire' admkksttator professional management practice 

involves simply doing the job, and responding to sitaational demands, which in 

practical terms includes attending meetings, writing minutes, talking to members and 

solving thek problems. However, despite thek scepticism about professional 

management practice and thek observations that, 'you have to be careful you don't 

get caught up ki jargon', and, 'a lot of management practices are overrated', tiiey 

acknowledged that there are some management practices tiiat are, 'inescapable and 

professional'. Two practices were declared professional; development planning and 

budgeting. However, respondents seemed kicapable of highHghting the processes 

associated witii eitiier practice, beyond tiie most fundamental principles. 'Spot-fire' 

development plans and financial statements were usuaUy sknpHsticaUy constmcted 

and lacked detaU and clarity. Development plans were, ki every case, a mkkmakst 

assemblage of tikngs to do based on tiie examples provided by die AusttaHan Sports 

Commission. Moreover, respondents reported tiiat tiie development plan was rarely 

kifluential ki tiie day-to-day runnkig of tiie organisation; k just remamed on a shelf 

untU it was time to submit another one. 

Fkiancial statements were sknUarly vague and short. On tiie one hand, die budget 

was a serious day-to-day concem for tiie sknple reason tiiat if tiie money ran out, tiie 
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orgaiksation would be in desperate ttouble. On the other hand, the budget was only 

formaUy reviewed bi-annuaUy. Financial statements included a balance sheet 

detaUing assets and HabUities, and an kicome and expencHture statement, itemising 

profits and losses. The lack of attention paid to buskiess principles is not surprising 

given the voluminous task that 'Spot-fire' administtators face 

Concludon 

The 'Spot-fire' approach is based on common-sense and re-activity. WhUe the 'Spot-

fire' group saw no need to identify any management practices as professional, when 

pressed, they reluctantiy conceded that planning and budgeting were professional 

management practices. They fiequentiy reported that planning and budgeting were 

performed for the primary benefit of thek govemment sponsors, who requked 

annual documentation as a concHtion of financial support. As a result, this approach 

to sport management has serious limitations. 

350 



5.3.2 Type 2: 'Small-budness' 

'SmaU-buskiess' administtators have much in common with 'Spot-fire' admkksttators 

because tiiey share a common-sense outiook to management practices. However, 

unkke tiie 'Spot-fire' administtator, die 'SmaU-buskiess' admkksttator bekeves tiiat 

sport is a generic form of buskiess. In otiier words, they beHeve tiiat any commercial 

experience is valuable, and that the 'common-sense' gamed m business can be 

ttansferred to sport. However, thek common-sense outiook meant that they 

concenttated on a contingency or sitaational approach to management practices 

instead of a potential best-practices vision. 

'SmaU-business' management practices are therefore frequentiy spontaneous, rarely 

documented, and based on, as one respondent put it, 'sensible and practiced 

poHcies'. 'SmaU-business' administtators argued that there is no one best set of 

management practices, because practices should change depending upon sitaational 

necessities. Moreover, aU management practices should be grounded in common-

sense anyway. 

WhUe 'SmaU-business' respondents were not entkely averse to the concept of 

formaksed management practices, they maintained that, 'every practice has its place, 

and that place depends on the sitaation at the time'. Accordingly, best management 

practices are those which are appropriate to the given sitaation, and supported by 

common-sense. As one executive dkector put it, 'today planning is necessary, 

tomottow we take action, and the next day the results wUl need to be measured'. 

Thus, the management practices used are signaUed by the problem to be resolved, 

and determining the appropriate practice is a function of experience and common-

sense. 

Common-sense consequentiy plays a pivotal role in the determination of 

management practices for 'SmaU-business' admkksttators. WhUe thek prepareckiess 

to embrace sport as a generic business opens a vista of management practice 

opportunities, they are resttained by thek practical orientation. 'SmaU-business' 

operators sttessed the importance of mecHating every practice with common-sense, 
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and as one respondent noted, tiiey 'apply a fair degree of common-sense, logic, try to 

remaki unemotional, and be practical, factaal and non-judgmental'. However, tiiese 

common-sense insights means that 'SmaU-business' administtators frequentiy ignore 

tiieory and research based practices, condemning them as 'catchwords' or 'jargon', 

much Hke tiiek 'Spot-fire' counterparts. WhUe tiiek concept of professional 

management practice is more advanced tiian thek 'Spot-fire' counterparts, it is 

nevertheless immature and simpkstic. 

'Small-business 'practices 

Since 'SmaU-business' administtators practice thek management within a 

contingency backckop, thek practices are often unpredictable and inconsistent. One 

respondent observed, 'I suspect we practice some hybrid versions of these 

theoretical management practices, but I don't know enough about them to caU them 

by thek catchword'. Some management practices are universaUy appHed by 'SmaU-

business' administtators chiefly because they are predictably appropriate, such as 

development planning and financial budgeting. Others such as marketing, ttaining, 

performance measurement, process analysis and human resource management are 

used erraticaUy. 'SmaU-business' respondents rarely take a complete sttategy, and 

nearly always cksmiss its theoretical foundations. Being practical people, they instead 

they use fragments of the techniques that are attainable through common-sense, and 

that can be used on an imprompta, day-to-day basis. 

Concludon 

'SmaU-business' sport management revolves primarily around a contingency 

approach to management practice in which general experience is used to guide 

actions and responses. This experience can be gamed from other businesses and 

organisations, where k is not necessary to 'adapt' the experience to sport. In 

accordance with thek common-sense and 'can-do' viewpokit, no practices were 

classified as 'professional'. 'SmaU-business' managers instead identified 'useful' and 

workable practices incluckng mdimentary forms of planning, budgeting, marketing, 
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ttaining, performance measurement, process analysis and human resource 

management. In every case, common-sense and wisdom, rather than theory was 

seen to be the best way to achieve effective outcomes. 
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5.3.3 Type 3: Industry' 

'Industry' admkksttators are distkiguished by thek tiieoretical perspective on 

management practices. At tiie same time, tiiey bekeve that sport is a unique form of 

business. They consequentiy conclude tiiat whUe there is a set of professional 

management practices, tiiey are specific to sport management, and cannot be 

ttansferred from business without serious mockfication. 

Industry 'practices 

'Industry' respondents agreed that best-practices do exist, and are relevant to 

sporting organisations. These 'best-practices' when placed within a management 

practice backdrop, become professional management practices, and as a result, 

'Industry' respondents used the terms best-practice and professional practice 

interchangeably. Where 'Spot-fire' and 'SmaU-business' respondents beHeve that 

common-sense drives professional management practice, 'Industry' administtators 

argue that professional management practice in sport is driven by a number of 

fundamental theories and principles. 

According to 'Industry' respondents, professional practice is a misunderstood 

concept. As one 'Industry' general manager pointed out, 'People take the notion 

HteraUy and think that it can apply anywhere, but it is not a Hteral concept'. As a 

result, 'Industry' respondents claim that some practices that work in standard 

business scenarios do not work in sport organisations because of thek peculiar 

structure and operation. Examples used to iUusttate this point revolve around the 

'unique' characteristics of sporting organisations. 'Industry' administtators generaUy 

concenttated on planning, finance and marketing practices. 

Concludon 

'Industry' administtators consider that development planning, financial management 

and marketing management comprise professional management practice. They also 

beHeve that these professional management practices must be 'tempered' to fit the 

unique features of sport. However, in reaHty thek practices were not sigmficantiy 
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taUored or mocHfied. Fkst, thek 'Industry' planning practices akgn favourably with 

'standard' practices employed in commercial business (American QuaHty Foundation 

- Emst & Young, 1992; Asian Buskiess magazine, 1995; Dkector Magazine, 1994; 

EUon, 1992; Gephart, 1995; Saratoga Institate, 1993). Second, tiiek 'Industry' 

financial management practices mirror almost perfectiy conventional accounting 

methods (Hey-Cunningham, 1993; Hoggett & Edwards, 1987; Martin, 1994; 

Sttaughn & Chickadel, 1994). FinaUy, 'Industry' marketing practices depart Httie 

from customary business marketing techniques (Bkkett, 1990; Blanchard & Bowes, 

1993; Brooks, 1994; Geldard & Sinclak, 1996; MulHn, Hardy, Sutton, 1993; Pitts & 

Stotiar, 1996; Rossiter, 1987; Schaaf, 1995; ShUbury, Quick and Westerbeek, 1998). 
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5.3.4 Type 4: 'Generic' 

'Generic' admkksttators combkie die beHef tiiat a set of tiieoretical best-practices 

exist, witii tiie view sport is a generic form of buskiess. Thus, managmg a sporting 

organisation is Hke managing any business, because, according to one 'generic' 

respondent, 'there are certain inescapable decisions that must be made for the good 

of the business'. To the 'Generic' administtator, professional management practices 

are not simply a kst of useful management functions. Professional management 

practice impHes something much broader and systematic; somethkig beyond an 

ensemble of practices. Rather, professional management practices represent a 

hoHstic system of tools, competencies, and processes to maximise organisational 

effectiveness. 

'Generic 'practices 

'Generic' respondents take a systems view of professional management practice, 

where ckscrete but overlapping and interconnecting management practices are 

representative of a broad framework operating within sttategic and quaHty guidelines. 

Management practices covered areas such as development (player), finance, 

marketing, facUity, event, human resource, infra-structure and culture management. 

'Generic' management practices are characterised by several striking features. They 

identify with a macro or 'big picture' view of sport administtation. Unlike other 

groups, 'Generic' administtators concede that they do not need to 'know everything'. 

Theks is largely a role of sttategic coordination rather than speciaksed activity. 

IronicaUy, 'Generic' respondents were also the only group to highlight 'micro' 

performance inckcators. WhUe they clakn to spend much of thek time in 

coordination, this does not preclude them from functioning on an activity scale as 

weU. In adcktion, the 'Generic' approach is concemed with profitabUity analysis, a 

firm incHcation of thek corporate orientation and acknowledgment of the 

knportance of money in eHte sport. 
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Conclusion 

Most professional sport management practices highHghted by 'Genenc' 

administtators are based ki general buskiess practice. For example, the sttategic 

planning practices described by 'Generic' administtators, although sometimes 

obscured by jargon, are mkrrored in the descriptions of a myriad of business 

researchers (Ansoff, 1965; Blanchard, 1993; Bryson, 1995; Clemmer, 1996; CoUkis & 

Portas, 1991; Dmcker, 1990; Evans, 1994; Fackeknann, 1991; Fishman, 1995; 

Hamel, 1996; Handy, 1988; HaskeU, 1995; Higgkis & Vmcze, 1995; HUl & Jones, 

1995; Jacokes, 1996; Jones, 1996; Kuhn, 1995; Lmierick, 1990; Loehle, 1995; 

Massengale, 1995; Nanus, 1996; Nelson, 1995; Mintzberg, 1994; Porter, 1996; 

Thompson & Strickland, 1996; WeUer, 1994; Wheelen & Hunger, 1995). SknUarly, 

the 'Generic' approach to financial management focused on the management of the 

three major financial statements described by most accounting texts (Hey-

Cunnkigham, 1993; Hoggett & Edwards, 1987; Martin, 1994; Sttaughn & Chickadel, 

1994), and thek approach to marketing departs kttie from the practices explained in 

conventional marketing texts (Bkkett, 1990; Blanchard & Bowes, 1993; Brooks, 

1994; Geldard & Skiclak, 1996; MuUki, Hardy, Sutton, 1993; Pitts & Stotiar, 1996; 

Rossiter, 1987; Schaaf, 1995; ShUbury, Quick & Westerbeek, 1997). Table 5.5 

summarises professional management practices. 
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Table 5.5 - Summary of professional management practices 

SPOT FIRE 

Key word: Common-sense 

Rudimentary: 
Planning 

Budgeting 

INDUSTRY 

Key word: Sport-spedfic 

Detailed: 
Planning 

Financial management 
Marketing 

SMALL-BUSINESS 

Key word: Situational 

Rudimentary: 
Planning 

Budgeting 
Marketing 
Training 

Process analysis 
Performance measurement 

Human resource management 

GENERIC 

Key word: Best-practice 

Within strategic & quality 
management fiiamework: 

Development management 
Financial management 
Marketing management 

FacUity management 
Event management 

Human Resource management 
Special Projects management 
Infra-stmcture management 

Culture management 
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5.4 FinalimpUcations: A last word 

As the forces of commerciaHsation and commodification have taken a hold on the 

process and operation of sport in AusttaHa, sport admkksttators have reacted with 

attempts to improve the 'professionaHsm' of thek management practices. However, 

die exact meaning of the term 'professional' has been fraught with ambiguity, whUe 

'professional' management practices have seldom been explored, beyond the 

impHcation that they encompass 'superior' methods. 

This research has unraveled the meaning of the term 'professional' and has provided 

the specific constitaents of professional management practices. In other words, it 

has provided a syntiiesis of 'superior' or professional management practices, which 

may have impHcations for the development of sport management educational theory. 

As this research provides the foundations for professional management practice, 

sport administtators and stadents stadying sports administtation may benefit from 

understanding precisely which management practices are commonly employed. 

Moreover, because the term 'professional' was viewed as being interchangeable with 

'best management practice', the results of this research may provide kiformation 

concerning the 'best' methodology for management success. In adcHtion, 

admkksttators may benefit from an appreciation of the impact that quantity of 

resources and source of resource acquisition have on sport organisations and 

administtative practices, as weU as the importance of remuneration and tertiary 

ttaining. 

This research has highHghted a number of typologies that summarise tiie supporting 

stmctures of professionaHsm, as weU as the specific categones of professional 

management practice. As diese relationships were determined tiirough in-depth 

quaHtative research, some quantitative, positivist research may prove useful to 

generaUse the findings, both withki and outside of the sport industry, and to explore 

the anomaHes discussed ki Chapter four. For example, tiie professional management 

practice typology may apply to not only tiie sport kidustry, but also the recreation 

and leisure industry in adcktion to the wider buskiess community. Furthermore, 
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case-stady, participant observation style research may also furnish significant detaUs 

that buUd on tiiese research finding, provicHng information on actual rather than the 

reported practices, and more detaU on intemal organisational operations supporting 

management practice. Other research may consider the beHefs and behaviours of 

administtators in non-executive positions, or may adckess specific components of 

professional management practice, which had previously been overlooked or 

underestimated, such as quaHty management and cultare management. In adcktion, 

there is stiU ambiguity concerning the management of volunteer administtators, 

which may be further explored via in-depth, quaktative research. 

This survey of practicing sport administtators reveals a number of significantiy 

ckfferent approaches to the management of sporting organisations. They range fiom 

a highly sophisticated integration of theory and practice to a refreshingly simple, but 

fundamentaUy flawed management style. The 'clean and simple' approach is clearly 

the province of the 'Spot-fire' and 'SmaU-busmess' administtator, which is grounded 

in the perception that professional management practice in sport acknimsttation is 

based on a common-sense which values experience over theory and formal ttaining. 

In conttast, the 'Industry' understanding of professional sport management 

kicorporates a number of generic management principles. However, k considers 

sport unique and tiierefore ki need of a different management approach. The 

'Generic' view of professional management practices is tiie most comprehensive. It 

values tiieory and general management ttakkng, which is framed witikn a sttategic 

and quakty management focus. 

The survey also suggested tiiat each management type was associated witii a 

particular sport mdustty sttucture. At its most basic, tiiere is a close relationship 

between tiie 'sttengtii' of professional management practice and tiie complexity of 

tiie sport organisation. 'Spot-fire' admimsttators tend to be employed by 

orgamsations tiiat generate less tiian one mUHon doUars m tumover, are aknost 

exclusively dependent on govettiment 'handouts', and are operated prmiarUy by 

volunteers. 'SmaU-buskiess' admkiisttators are paid, and work for orgamsations tiiat 

generate less tiian one mUHon doUars annuaUy, primarUy from intemal sources. 
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Administtators fitting kito this 'Industry' framework were employed in organisations 

characterised by thek relatively impressive size, turning over more than one mUHon 

doUars annuaUy, and where day-to-day operations are the exclusive domain of paid 

administtators. However, 'Industr/ organisations are also typified by thek heavy 

reHance on govemment finances. 'Generic' respondents were employed exclusively 

by large sport organisations with incomes substantiaUy exceeding one miUion dollars. 

This income is generated mostiy from intemal sources and commercial sponsorships, 

with govemment income being negligible. In adcktion, the balance of power on a 

day-to-day administtative level is held firmly by paid employees. 

Sknple organisational structures are in the maki managed by people who beHeve that 

there is no substitate for experience and common-sense, and where a 'hands-on' 

approach is essential to obtain results. On the other hand, complex stmctures are 

more frequentiy managed by people who beHeve in ttaining and the use of a variety 

of management models, tools and techniques. Moreover, they bekeve that tiiese 

practices can be appHed over a variety of enterprises without any modification or 

major adaptation. 

When our results are plotted against the growing commerciaHsation of sport, k is 

clear that the future of sport ackninisttation kes in a model of 'generic' 

professionaHsm. As sport becomes increasingly connected to tiie worid of business, 

and faces greater competition from otiier leisure activities, its success wUl depend 

upon competent management where visionary leadership, sttategic thinking, 

benchmarking, culture management, quaHty management and performance 

measurement are the guiding practices. 
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