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ABSTRACT 
 
The quality of the school sport experience is critical if the educational 
objectives of school sport are to be achieved. This study has identified that 
there are many variables that affect the outcomes of the school sport 
experience. None considered more important and integral than that of the 
person(s) who ‘shapes and steers’ the school sport experience; the School 
Sport Manager.   
 
This case study examined the roles, skills and competencies of School Sport 
Managers (SSMs) and how the employment of these traits is influenced by 
the recognition and vocational preparation of SSMs. The research 
participants consisted of one female and three males, all of whom are located 
in Gold Coast secondary schools. Both government and non government 
schools were selected as the research settings.   
 
The qualitative research tools employed are participant observation, 
document analysis, autoethnography, and interviews. The interviews were the 
main research tool for data collection. A process of pattern matching was 
used as a basis for data analysis. The literature review was used to support 
or refute the research findings, and a model of Institutional Theory was 
applied to legitimise the research findings as a tool for proposed 
organisational change. 
 
The research findings indicate that the SSMs employ similar management 
skills and competencies in performing their roles. Similarly, the research 
findings when compared to literature research findings indicate that the 
SSMs’ roles, skills and competencies are similar to that of the sport manager 
employed by sporting organisation.   
 
In the performance of skills and competencies by the SSM there are a 
number of issues that influence the effectiveness of the SSMs to fulfill their 
roles. These include time availability to meet the requirements of the SSM 
position, professional and financial recognition for the SSM, academic 
preparation for the SSM position, and support that is provided for the SSM.  
 
From the findings of the research the major recommendations are: 

• The schools’ employing authorities review the current school sport 
experience in terms of proposed educational objectives and 
effectiveness of the management process of the school sport 
experience.  The latter recommendation needing to be addressed in 
light of the issues facing current SSMs. The major issues are 
insufficient time to effectively fulfill the requirements of the SSM 
position, recognition of the SSM position as a classified school 
management position and in doing so justifying the need to provide 
financial remuneration.    

•  Education training institutions review the current academic 
preparation of potential SSMs and sports teachers 
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• SSMs be identified as a special interest group within current 
professional associations of sport management or as a collective 
group form an independent professional association that becomes a 
‘voice’ and resource for the promotion and management of school 
sport.  

These recommendations are grounded in institutionalised theory which 
encapitulates the need for deinstitutionalisation of current school sport 
management practices and values, i.e., the training, employment, recognition 
and remuneration of SSMs and the reinstitutionalisation of new ones to meet 
the requirements of SSMs in fulfilling the needs of a quality school sport 
experience.   
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CHAPTER 1 

RESEARCH PROPOSAL 

 

1.1 Introduction 

 

The evolution of sport over the last 20 years has required that school sport 

managers (SSMs) continue their traditional functions of planning, organising, 

directing, and evaluating, as well as to be in the ‘know’ and prepared for 

emerging or expanding tasks such as the challenges of contemporary sport 

and the needs of providing a quality school sport experience. 

 

In addition to the changes in roles and responsibility, SSMs are faced with 

complex sport related situations brought about in part by increasing economic 

costs and constraints, promotional and marketing demands and increased 

internal and public sector accountability. These factors coupled with 

indifferent perceived public perception of the school sport programs and 

related limited educational progress, have created new challenges for the 

contemporary SSMs. The effects of these increasingly, complex challenges 

and issues have a significant impact on the SSMs. The contemporary SSMs 

need to possess a greater knowledge of business practice, protocol and 

procedures than their predecessors. Just as the nature and structure of sport 

is evolving so is the need for SSMs to be ‘in tune’ and responsive to the new 

levels of demand.  
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Accompanying this contemporary sport revolution is an increasing need for a 

capable SSM who can function effectively, efficiently and ethically in the new 

sports arena. It appears that there are many SSMs who have had little, if any, 

formal preparation for the new job dimensions. Managerial expertise and 

business acumen have become such essential possessions for the 

contemporary SSM. 

 

The need for a new breed of SSM specialists, well trained and informed, who 

can function successfully within the complex web of sports have become 

increasingly crucial if not a requisite in today’s society (Bucher and Krotee, 

1998). In order for today’s SSMs to keep pace and chart the course for the 

school based programs of tomorrow, a wide spectrum of knowledge, 

competencies, skills, work, and professional development experiences as 

well as a heightened or elevated view of the profession is required. By 

consulting with and assessing practitioners in the field with regards the 

changing of professional competencies needed to be a successful sports 

manager, SSMs may gain a better understanding and insight into the unique 

requirements and competencies of the contemporary SSM’s position. 

Possession of knowledge and understanding through improved professional 

development programs is necessary. This will facilitate and guide the 

appropriate development and conduct of these programs. It is hoped that 

such a study will help the SSMs understand which competencies are crucial 

to their changing professional field as well as alert aspiring school sport 

managers as to the tools necessary to be successful in the contemporary 

world of school sport. 
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1.2 Need for the study 

 

The view taken by the researcher is that, just as schools are accountable in 

meeting the needs of society, so too should school sport meet the needs of 

sport in society. This implies that the roles, skills, competencies of SSMs will 

reflect or ‘mirror’ that of sports management requirements in societal sport. 

The areas of study that are considered significant in determining the roles, 

skills, competencies of SSMs are the development of sport in both society 

and schools; the nature of sports management in both society and schools. It 

is predicted the research findings will establish implications for clearer roles 

description and professional development needs of the SSM in meeting the 

demands of schools sport as it is subsumed in societal sport.     

 

Sport in society is institutionalised yet constantly evolving, and is big 

business. It has left behind the ‘tag’ of amateurism when it comes to 

delivering sport to consumers. There is an increasing  ‘call’ for professional 

management to meet the demands of corporate support in using sport as a 

means to “sell” products and services; the corresponding growth of the 

professional sportsman; the shift in the needs of the sport consumer; and 

public accountability. Initial research has shown that there is little concrete 

evidence of practicing SSMs having a clear understanding of their roles as a 

collective group. Although not as prevalent today, prior to the 1980’s this 

premise was also evident in the larger context of sports management in 

society. 
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Zeigler (1987) reinforces the view that the world is changing and becoming 

increasingly complex, which has obvious implications for the field of physical 

education and sport. Therefore, our field needs sports managers who can 

function effectively on the basis of tenable management theory to organise 

and administer its changing sports programs. Zeiger claims that we have not 

really prepared staff to manage, an inadequacy we should correct soon by 

implementing a management competency development program of high 

quality. 

 

DeSensi et al., (1990) revealed that research and information from 

practitioners across the range of sport management settings has been 

neglected. Ulrich and Parkhouse (1982), Smith and Westerbeek (2004) have 

also asked for retooled curricula that would better prepare teachers to more 

effectively meet the job requirements of contemporary sport. These findings 

can be applied to the school sport setting where initial research indicates that 

the job description of SSMs has been inadequately communicated to 

practitioners in the field.  

 

Although some studies have addressed the skills and competencies required 

for entry into a variety of sport management positions (Cuneen, 1993; 

DeSensi et al. 1990, Parks and Zanger, 1990; Quain and Parks, 1986) there 

is little agreement among researchers as to which competencies are 

necessary for success in the sport management field. Also, there is little 

agreement among educators about the course work necessary to prepare 

future managers for successful careers in the sports industry (Li and Cotton, 
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1996, Smith and Westerbeek, 2004). Similarly, the researcher believes the 

everyday issues faced by SSMs, the job preparation, and both the needs and 

professional recognition of the SSM’s roles are factors that contribute to the 

current roles position of the SSM. This ultimately reflects the delivery of 

school sport. 

 

 Slack (1996) stated that the sport management profession needed to expand 

the domain of its operations to encompass all organisation which make up the 

sport industry. Slack suggested a need to provide a strong theoretical base to 

the research, establish a place for studies in mainstream management, 

broaden the topics on which we focus, and utilise new approaches to 

research. Not only do Smith and Westerbeek (2004) support the needs 

outlined by Slack but they embrace the further needs in sport management 

education to establish a professional sport management association that 

would assist in standardizing sport management curricula delivered by higher 

education authorities and provide a bench mark for ethical practice of sport 

management. Because the school sport market is an integral part of the 

broader sports industry the context of Slack’s and Smith and Westerbeek’s 

propositions can be applied to school sport management. 

 

To keep on the cutting edge and advance the discipline into the future, it is 

crucial to better comprehend, understand the roles of school sport managers 

in schools. The research should hold significance and may produce 

information for educational leaders, educators, students and practitioners in 

the profession of school sport so that more effective and efficient 
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improvements and enhancement in school sport programming, planning pre-

service and in-service programs and human resources, as well as 

establishing competency standards, and self development that can be 

instituted in the school sport enterprise.  

 

1.3 Purpose of the study 

 
The purpose of the study is to significantly contribute to the body of 

knowledge and the theoretical basis of school sport management practices. 

The treatise being such that description and analysis may offer possibilities 

for improving not only school sport management practices, but serve as a 

guide for school sport management curriculum development and course 

offerings. This research may have implications that are pragmatic for present 

practitioners as well as those who aspire to become SSMs. 

 

It is intended that the findings will provide a backdrop against which 

individuals may assess their own theoretical basis concerning program 

conduct, and their aptitude for school sport administrative positions. The 

result of the study could also be used to help establish competencies and 

skills for professional certification for SSMs. Additionally, results could provide 

academics with guidelines for planning professional development that reflect 

the expertise required to function effectively and efficiently in school sport 

management. 

 

Another potential asset of the study is to contribute to the literature which is 

needed for the field of school sport management to seek academic 
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respectability and recognition as a professional field. Research is one 

criterion of a profession, and research in school sport management is scarce 

in the literature.  

 
 
1.4 Statement of the problem 

  

The problem proposed in the study is to identify and analyse the perceptions 

and responses of SSMs at selected schools in terms of their roles, skills, and 

competencies as they relate to effective and efficient management and 

direction of school sport programs. 

 

1.5 Significance of study 

 

Both Parks and Olafson (1987) and Bucher and Krotee (1998) judged that 

although the traditional functions of the managers in sport have remained 

relatively consistent, modern management has undergone dramatic change. 

Therefore, it is clear the current status of sport management among schools 

demands occupational skills and competencies which, at no time in the 

history of sport, have been so complex. The evolution of school sport in the 

past has required SSMs to continue the traditional functions of planning, 

organising, directing, and evaluating, as well as to be accountable for sport in 

contemporary times. 

 

Regardless, more systematic research across the various levels of sport 

management dealing with school sport is crucial, especially if our universities 
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are going to turn out effective leaders in this professional arena. Curricula in 

sport management have changed significantly over the last 25 years. 

Historically sport management has had a strong Physical Education 

orientation. Schools, during this period have regularly repackaged Physical 

Education curricula and added some ‘catchy’ course titles to create a sports 

management curriculum (Berg, 1989). However, the changing context of 

sport curricula for the training of sport managers has slowly become specific 

to meet sports industry needs.  

 

Literature researched indicates the roles, competencies and skills of SSMs 

may parallel those of Sport Managers. If proven correct through the research 

findings of this study the question proposed by the researcher is should 

SSMs be recognized as a professional management position of employment 

as in the case of their counterparts in the sports industry?    

 

As a further consequence of findings it is anticipated this research study will 

provide valuable data which will determine the professional development 

needs of SSMs to fulfill their diverse and changing roles in schools.  

 

1.6 Research questions 

 

In the context of the research problem, the study is designed to answer the 

following questions:  

1. What is the personal and professional profile of SSMs? 
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2. What are the managerial roles, skills, and competencies, required by 

SSMs?  

3. What are the specific issues that influence the roles, skills and 

competencies of SSMs? 

4. What are the professional development needs of SSMs? 

 

1.7 Assumptions 

 

The following assumptions are established relating to the design of the study: 

 

1. There exists a set of identifiable skills and competencies that each SSM 

must be able to perform effectively and efficiently in the conduct of their 

identified roles. 

2. The respondents are representative of SSMs. 

 

1.8 Delimitations of the study 

 

Case Studies typically generate a lot of information from a small number of 

individuals. Therefore the experiences of the SSM will be limited to the 

degree to which descriptions can be "described, explicated, and interpreted" 

(Patton, 1990, p. 69). The interviews are to be restricted to what each subject 

knows and willingness to describe about his / her selected experiences. The 

SSMs who will be interviewed are not necessarily representative of their 

peers, thereby restricting generalisation from the study to other contexts. 
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The observation data are limited by the researcher’s ability to observe, 

identify and record appropriate actions and events. Observations are 

influenced by the researcher’s experience as well as by the researcher’s 

attentiveness as a researcher and a former school sport practitioner. While 

observation cannot reveal the complete extent of the research participants’ 

experience it can provide data that may serve as indicators for any 

subsequent inquiry of the subject through interview (Erickson and Shultz, 

1992).    

 

1.9 Definition of terms 

 

Competencies: Intelligent functioning and ability to engage in cognitive 

activities. (Kanungo and Misra, 1991, p. 1311) 

 

School Sport Manager (SSM): The person who is responsible for the day to 

day operation of the school sports department and for the overall 

management, including budget, facilities, equipment, personnel, and 

programming activities (adapted from Parkhouse, 1996, p.4). Also referred to 

sportsmaster / mistress or sports coordinator, or Head of Sport 

 

Skills: Abilities to engage in an overt behavior system or sequence of 

behaviors. (Kanungo and Misra, 1991, p.1311) 
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Sport: In the adult world sport is often defined in quite a tight sense. To 

illustrate how adults often describe sport the following definition by Coakley 

(1994) is selected:  

Sport is an institutionalised competitive activity that involves vigorous 

physical exertion or the use of relatively complex physical skills by 

individuals whose participation is by a combination of intrinsic factors. 

(p15)   

 

Sports Management: The process for getting things in a sport done with and 

through other people via planning, organising, directing and evaluating 

[controlling]. (Adapted from Parkhouse, 1996, p.5) 

 

DOEM: Department of Education Manual. Guidelines and policies pertaining 

to physical activities and educational practices in Education Queensland 

schools. They encompass the requirements of health and safety regulations. 

 

Institution: Social structures that have attained a high degree of resilience, 

transmitted by various types of carriers, including symbolic systems, relational 

systems, routines and artifacts. (Scott, 2001, p.49) 

 

1.10 Concluding statement 

 

Because of the increasing complexity of the school sport environment there is 

a requirement for different types of management roles.  This generalisation 

points to the need for research that will advance and strengthen the 
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preparation in leaders in school sport programs. It is proposed that this study, 

will significantly add to the knowledge base of the domain of sport 

management or administration. Its contributions lie in the identification of 

crucial competencies and managerial skills, the importance of school sport 

management values and practices as determined by practitioners in the field. 

It is proposed that the data can be extrapolated and incorporated into school 

sport management and sport studies curricula. In doing so, it is proposed that 

future school sport managers may better focus their practice, and equip 

themselves with the prerequisite professional and practical preparation to 

facilitate a high quality school sport experience. 
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CHAPTER 2 

REVIEW OF LITERATURE 

 

2.1    Introduction 

 

The evolution or sport over the last 20 years has required that School Sport 

Managers (SSMs) continue their traditional functions of planning, organising, 

directing, and controlling, as well as to be in the ‘know’ and prepared for 

emerging or expanding tasks such as the challenges of contemporary sport. 

 

In addition to the changes in roles and responsibility, SSMs are faced with 

complex sport related situations brought about in part by increasing economic 

costs and constraints, promotional and marketing demands and increased 

internal and public sector scrutiny. These coupled with, in many instances a 

poorly perceived public perception of the sport program and educational 

progress, have created new challenges for the contemporary school sport 

manager. The effects of these increasingly changing and complex challenges 

and issues have a significant impact on the SSMs. The contemporary SSM 

needs to possess a greater knowledge of business practice, protocol and 

procedures than their predecessors. 

 

Accompanying this contemporary sport revolution is an unsettling indication 

despite the increasing need for capable SSM who can function effectively, 

efficiently and ethically in the new sports arena. It appears that there are 

SSMs who have had little, if any, formal preparation for the job. Managerial 
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expertise and business acumen have become such essential possessions for 

the contemporary SSM. 

 

The need for a new breed of SSM specialist, well trained and informed, who 

can function successfully within the complex web of sports has become 

increasingly crucial if not a requisite in today’s society (Bucher and Krotee, 

1998).  

 

In order for today’s SSM to keep pace and chart the course for the programs 

of tomorrow, a wide spectrum of knowledge, competencies, skills, logistics, 

and professional development experiences, as well as a heightened or 

elevated view of the profession is required. By consulting and assessing 

practitioners in the field about the myriad of professional competencies 

needed to be a successful manager SSMs may gain a better understanding 

and insight into the unique requirements and experiences of the 

contemporary SSMs’ position. Possession of the knowledge and 

understanding through improved professional preparation is necessary. This 

will facilitate and guide the appropriate development and conduct of these 

programs. It is hoped that the research findings will help the SSMs to 

understand what skills and competencies are crucial to their professional field 

as well as alert aspiring school sport managers as to the tools necessary to 

be successful in facilitating the school sport experience. An investigation of 

institutional values and practices associated with school sport management 

provide supporting insights that either legitimise current practices or ‘pave’ 

the way for a new legitimisation process.  This will serve also as a benchmark 
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for evaluating the curricula currently being offered in the training of future 

SSMs.   

 

2.2 Roles of sport in society 

 

Sport is one of the most significant aspects of contemporary society. Its 

persuasiveness extends into many aspects of our culture including the arts, 

politics, media, and in particular, human lifestyle. Scrutiny of sport by 

sociologists, cultural anthropologists, and educators exist along a continuum.  

At one pole advocates for sport have extolled its contributions towards health, 

personal fulfilment, enjoyment, and citizenship (Wankel and Berger, 1990; 

Houlihan and Green, 2006; Penney et al, 2002, Harvey, 2002).  At the other 

pole critics have condemned it for its excessive examples of violence, 

competitiveness, and exploitation (Brohm, 1978; Ogilvie, 1971; Kirk, 2004, 

Stoll and Beller, 2000).   

 

 Sport receives the largest audiences through the media. Many people are 

inundated by the sport phenomenon and a degree of involvement is almost 

considered a public duty (Eitzen, 1984, Harvey, 2002). Sport has become 'an 

institution of considerable importance and reflects some of society's values, 

belief systems, and needs as well as prescribes acceptable behaviour 

patterns for attaining and fulfilling, these values and needs' (Wilkerson and 

Dodder, 1979; Harvey, 2002; Houlihan and Green, 2006).  It is the extent and 

degree of influence that sport has had on society that has caused attention. 
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Harvey (2002) views sport through the eyes of others as an important 

institution in society, a national ‘religion’ or ‘obsession’. It contributes to 

national identity and in the assessment of a social commentator. 

 

The Australian Bureau of Statistics reports that sport and recreation in 

Australia is a vital component of the Australian way of living (ABS, 

1997). Australians pride themselves on their interest in sport, and this 

interest has been linked to the formation and maintenance of self-

identity (Martens, 1996). The connection between self and sport is 

particularly salient among Australian males, who’s ethics, masculinity, 

and sexuality may be called into question should they fail to 

demonstrate the appropriate level of sporting passion (Conway, 1985).  

 

To develop a deeper understanding of the roles of sport in the Australian 

society and its effect on sports management and school sport management it 

is necessary to review its historical foundations and resulting outcomes. 

 

Sport management in Australia is inextricably tied to the 

social, political and ideological circumstances. (Shilbury and 

Deane, 1997, p. 37)    

 

2.2.1   Historical significance 

 

Until 1976 the management of sport was left to hardworking volunteers, 

honorary executive officers and their committees. Government support was 
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minimal, sponsors a few and far a part, and sporting competitions tended to 

be locally focused as apposed to the globalised experiences of today.  

Personnel in administrative positions held a considerable seat of power. Their 

accountability to stakeholders was questionable.  

 

Traditional structures of games and sports and sporting organisation reflected 

Australia’s historical period of colonisation and post colonisation. Sport in 

Australia, through its cult development of athleticism, was seen as a building 

block of the individual, the team, the nation, and the ultimately the Empire 

(Shilbury and Deane, 1997, 2001). Then came ‘the turning point’. 

 

The entertainment value of sport erupted through the stimulation of television 

and the acceptability of television as a fresh medium that was stimulated 

through elite sport. As video presentation techniques improved and through 

the ‘birth’ of colour television so did the growing audience for sports viewing. 

In late 1970 Kerry Packer’s exclusive grasp of commercial television rights 

lead to the World Series Cricket crisis. As a result of the Packer revolution 

financial rewards had a large impact on traditional sport bureaucracy, i.e., 

from commercial improvements in promotion and marketing to junior 

development, player welfare and spectator entertainment.  

 

Sports management, like the new breed of elite athletes ‘gracing’ the sporting 

arena, began to move from the raw ranks of amateurism to professionalism. 

As a result of this revolutionary movement the sporting entourage began to 

grow, i.e., the demand for specialist sports promoters / marketers, sporting 
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talent scouts, player managers, a specialist field of sports medicine, legal 

specialists, public relations specialists, event and facilities managers, 

amongst others.  

 

Sporting organisations were forced to vacate traditional thought patterns 

behind and ‘get with the times’, the sign of the emergence of the new sports 

product. The newly developed corporate image gave birth to the position of 

Chief Executive Officer (CEO). This position began to be added to the 

hierarchy levels of sporting organisations. Initially these people came from the 

rank and file within the sporting organisation themselves. Their educational 

training often built upon the ‘school of hard knocks’ rather than being 

cemented in formal tertiary qualifications. However as time progressed and 

as a consequence of university’s establishing specialist sports management 

courses the ‘make up’ of the sports manager changed. 

 

It was the influence of the Packer revolution and the ‘birthing’ of the 

Confederation of Australian Sport (CAS) in 1976 that finally saw the 

Australian state and federal government take ‘real’ interest in sport and sport 

development. CAS was one voice made up of many, i.e., over 100 individual 

sporting organisation. The aim of the CAS was to secure a better deal for 

sport from the federal government. By 1991 CAS grew to represent 121 

sporting organisation and 7 million registered sports participants. The CAS 

changed its trading name to Sports Industry Australia in year 2000. The 

confederation is committed to: 
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• Explaining more clearly the social and economic value of sport to 

the Australian community. 

• Representing the views and needs of the Australian sports 

community to political and bureaucratic decision-makers in 

Canberra. 

• Promoting and sustaining a strong and viable sports industry in 

Australia.  (Shilbury and Deane, 1997) 

 

Their work was instrumental in the development of the current level of 

organisation in sport in Australia through the development of the Australian 

Institute of Sport, State Academies of Sport and associated talent 

identification programs. This has filtered down into schools through the 

changes in organisation of school sport to encompass International and 

National perspectives, and the emergence of Centres of Athletic 

Development or Schools of Sporting Excellence within schools. Therefore, 

creating sporting pathways for the ‘new breed’ of elite athletes. 

 

In 1997, CAS produced a sports policy framework. Known as A Whole New 

Ball Game; An Australian Sports Policy Framework for 2000 and Beyond, the 

framework aimed at increasing the participation rates of Australians in sport 

and physical activity through specific outcomes; 

• Provide choices and access to as many sports as possible for 

Australians. 

• Evolve a new and effective delivery of sport by combining the 

traditional model with more entrepreneurial methods. 
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• Implement performance, quality, and service indicators which measure 

the outcomes of sports policy. (Shilbury and Deane, 1997) 

 

Not only was there a need to cater for the elite sports person but sport and 

physical activity, through the philosophy of mass participation was seen as an 

essential tool to counteract health imbalances caused by high levels of 

inactivity, e.g., obesity, depression. Evidence of this investment today is 

witnessed by the number of sporting organisations who at their community 

level structure are building their support of government backed initiatives, 

e.g., Active Australia. As a result, through the government backed creation of 

full and part time sport development officers who are supported by volunteers 

at club levels we now see an infrastructure of organisation that actively 

pursues potential sports participants for their respective sport. This has 

opened doors for teacher training and school orientated programs. The SSM 

is identified as an integral part of linking school and community sport. The 

sport product, i.e., students, can take on a whole new meaning for SSMs. 

They can be considered a vital component of the overall field of sports 

management whose purpose is to manage the delivery of contemporary sport 

in society.    

 

The leisure and recreation markets, like sport, found ‘new legs’ as Australians 

sought alternative activity pursuits to participating in sports arena. The areas 

of leisure and recreation are disciplines that parallel and simultaneously 

‘cross over’ into area of sport management. For this research the focus is in 

the area of sport.   
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2.2.2 Resulting outcomes 

 

In reviewing the roles of sport in society and how it influences the roles, skills 

and competencies requirements it is essential to further understand how sport 

is positioned as a stand alone industry by the nature of its function. Both sport 

and its ‘sister’ association, leisure and recreation pursuits, have grown and 

been transformed into world-wide recognised industry of economic 

importance. A Sport Industry Australia (formerly Confederation of Australian 

Sport) study in 1998 estimated sport’s contribution to the gross domestic 

product at 1% (Shilbury and Deanne, 1997). A feature of the contemporary 

sports system is the diversity of organisation with which sporting organisation 

must now interact. Television rights, player contracts, sponsorships and 

endorsements are examples of the type of interaction that occurs in different 

degrees at all levels of sport including schools. It is a two way process or a 

consumer- supplier arrangement that centres upon the delivery of sport with 

the intention that there are negotiable advantages for all parties concerned. 

 

Correspondingly, in the manner in which the sports industry has grown, so 

has the field of sports management.  Chelladurai (1994), as cited in Shilbury 

and Deane (1997, 2001) argued that it is the products of exchange within the 

context of sport are able to determine the field and boundaries of sports 

management. In essence the role of sports management is to cater for the 

diversity of sports products that are utilised in conjunction with technology 

and support units in the delivery of participation sport. Chelladurai (1994) 

identifies six categories of sport product: 
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• Sporting Goods; manufacturing. Sales 

• Participant Services: consumer pleasure, consumer health, human 

skills, human excellence, human sustenance, human curative 

• Spectator Services: entertainment, contest, spectacle  

• Sponsorship services: market access, association 

• Psychological benefits: altruism, egotism  

• Social Ideas: fitness, health, active lifestyle 

 

In each of these categories production is driven by management processes to 

meet the demands by sports participants and non participants (e.g., as in 

spectator services). Chelladurai (1994) noted that the co-ordination of sports 

management also involves technologies and support units. The technological 

component includes production generated by disciplinary fields such as 

sports medicine, psychology, coaching, nutrition, and health science. 

Information and knowledge generated by these groups has implications for 

the marketing and production strategies of sport organisation. Chelladurai 

(1994) recognised that there are also a number of support units that facilitate 

production, including event and facility management, law, finance, and 

personal management. The extent which the production and marketing of the 

sports product will occur is subject to the external forces underpinning it, e.g., 

community or parent / student expectations.   

 

This sports product model serves to highlight the changing roles of the SSM 

and the associated skills and competencies required. The justification being 

that the delivery of sport in schools ‘mirrors’ the delivery of the sports product 
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in society. An example of this is the Queensland wide, sponsorship 

associated, schools knockout competitions now played in many sports. The 

Medibank Private Cup in hockey is one example. This tends to generate 

higher school expectations and corresponding higher demands upon SSMs 

as schools strive for public recognition through their involvement in the 

knockout competitions. In this situation success being seen as a means of  

drawing talented students to successful schools as well as attracting business 

and parental support. Centre of Sporting Excellence schools tend to benefit 

from this predisposition, e.g., school recognition and spirit.  

 

 Although there has been a marked emphasis in the creation of sporting 

pathways for potential elite sports people, the latter work of the CAS (1997), 

and ASC (2004) was directed towards mass participation in sport and 

physical activity by Australians for the attainment of life long health benefits. 

This work was on the footsteps of the earlier findings in the Youth Sport: The 

next step (ASC, 1989). This report resulted in the Australian Sports 

Commission surveying the lives of young Australians concerning their 

involvement in sport in 1990.   The findings provided ’essential ingredients’ for 

all sports’ decision makers especially SSMs in the area of programming 

requirements that meet the national direction of maximising mass 

participation by Australians in sport and physical activities. A synopsis of the 

survey’s findings is: 

 

• Most 13-18 year olds want to play sport, even those who have never 

played. This is contrary to an increasing ‘drop out rate’ in school sport 
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participation. Thereby raising important questions about the delivery of 

school sport.  

• There is a clear demand among young Australians for initiatives designed 

to widen the gateways to sport.   

• The ‘win at all costs’ ethos, which is seen to be excessive, is discouraging 

potential players and alienating existing players. Young Australians want a 

broader approach to sport that embraces a ‘sport-for–all ethos.  

• Girls’ aspirations are similar to boys in sports participation. Equal 

opportunities. As a result the notion of a ‘level playing field’ is proposed. 

• Parental interest play’s an influential roles in youth participation levels 

• Young people strongly prefer team sports to individual sports. However, 

interestingly 70% of the non-players would participate in sport if given the 

opportunity. They prefer individual sports.  

• The market for sport in the 13-18 year age group can be broken into four 

groups based on attitude; winners, belongers, celebrators, opters out. Only 

winners, who constitute 25% of the total sample group, could be considered 

strongly motivated by goal benefits; 15% of them were dissatisfied with 

organised sport. 

• Coaches who are concerned with the participant’s personal needs as 

opposed to the team’s progress retained the participant as opposed to 

them quitting.  

• Ethnic children participate less in sport than Australian born children. 

• There needs to be a strong link between school and community sport to 

enable transition for young people from school based sport to club sports. 
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• The level of sporting competency effected participation. Where feelings of 

incompetence exist there is a tendency to quit. There is a clear link to youth 

self esteem levels.  

• Young people show an interest in coaching and leadership programs that 

allow them to help others while developing and improving their own skills. 

The CAPS (Challenge Achievement and Pathways in Sport Program) and 

the Sportsfun programs were two initiatives that developed out of the 

Aussie Sports Program that fostered leadership skills.  

 

A follow up study in Australia The Norton et al (2001) study as cited in ASC 

(2004) revealed also as a consequence of the variety of sports now offered to 

youth, participation in traditional sports of cricket, tennis, soccer, hockey and 

AFL for boys and netball, softball, hockey in girls has taken a ‘beating’.  

Participation has increased in ‘take away’ sports which require less time 

commitment, e.g., aerobics, surfing. The increase in sedentary activities, i.e. 

TV, VCR/DVD watching, pay TV, internet are cited as being other contributing 

factors for the decline in participation in both sport and physical activity (p. 

24).  

 

More recent research studies that have emulated from England have yielded 

similar findings about current needs of youth in sport participation (MacPhail 

et al, 2003; Kirk, 2004, Kirk, 2005, Houlihan and Green, 2006). The research 

of MacPhail et al targeted the ‘voice’ of youth sport, the participants 

themselves. Their findings provided a clear message to policy-makers and 

delivers of school sport [i.e., SSMs] that young people want to participate in a 
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wide range of sports that are inclusive versus elite, and task orientated as 

apposed to exclusionary and competitive.  

 

Shilbury and Deane (1997, 2001) identify two benefits of sport in terms of 

these positive and negative findings; that of process benefits versus, or in 

conjunction with, goal benefits.  These can be seen as positive and negative 

operation of intrinsic goals and extrinsic goals. Ideally mass participation 

occurs as intrinsic goals are met. While the needs of the elite are met if 

extrinsic rewards are in place. 

 

For SSMs it is their role to meet both of these motivational requirements, in 

light of the influential external forces that may be operating in the school, e.g., 

school philosophy or status.  Another interesting aspect of the study is the 

distinct categories of youth sports’ participants, i.e., winners, belongers, 

celebrators and opters-out. The categories and the demographics of 

operating within the total population provide a good source of information for 

the roles of the SSM in programming the school sport experience so that it 

meets the needs of the student population. The conclusions below reveal that 

if a school approach is focused on a ‘win at all costs’ philosophy how the 

sports program would appear to be ‘doomed’. Interestingly, 25% of the total 

participants were, as previously stated, winners, however, 15% of this sample 

were not happy with organised sport. The opters-out made up 10% of the 

total population. The belongers enjoyed the current sport experiences which 

fostered the team sport environment while the celebrators’ needs were that of 

provision of individual or extreme sports. It is apparent the SSM has a key 
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role in evaluating the needs of his/her stakeholders and finding that balance 

between elitism and sport-for-all. The SSM’s skill of sport programming is 

critical and foundational in order to yield positive self-esteem in students. If 

done successfully, students will continue to participate as a life long 

endeavour.   

 

2.3   The philosophical foundations of sport in secondary schools 

 

Murdoch (1990) asks two important questions about this issue.  The first is: 

'’What is the place of sport in education?’ and second;  

'What are the roles of education in sport?’ (Murdoch, 1990, p.67).  

Two forms of argument have been posited for the educational value of sport.  

The first heralds back to the ancient Greeks and presents athletics as 

intrinsically educational. The second can be connected back to the British 

public schools of the last century.  The genealogy of sport and education is 

described by the late A. Bartlett Giamatti who states: 

 

The Greeks saw physical training and games as a form of 

knowledge, meant to toughen the body in order to temper the soul. 

Activities, pure in themselves, immediate, obedient to the rules so 

that winning would be sweeter still. The English ideals, on the other 

hand, aim beyond the field to the battle ground of life, and they 

emphasise fellowship, sacrifice, a sense that how one will later 

behave; they teach that victory is ultimately less important than the 
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common experience of struggling in common. (Giamatti, cited in 

Simon, 1991, p.47) 

 

Sport is seen by educators as a means of inculcating qualities of citizenship 

in youth (Schafer, 1974, Harvey, 2002; Penney et al, 2002; Houlihan and 

Green, 2006). This perspective is explained through the early writings of 

Schafer who presents two contrasting functions.  The first is enculturation. 

Through this view sport acts as a vehicle to help prepare students for the 

social structure ‘of the day’.  Participation by students in the wider sport 

culture acts to expose them to the dominant values, beliefs, and behaviours 

of mainstream society. These can be good and bad depending on the quality 

of the sports experience as it relates to their needs. A second perspective 

holds that the primary function of sport is to foster maturity in the participant 

so that he/she may grow to become an autonomous and responsible member 

of society capable of independent thought and action.  This perspective aligns 

with educators’ beliefs that for youth to achieve in the twentieth century they 

would need a strong sense of cooperation, loyalty, and a need to subordinate 

personal interest for the needs of the group. 

 

Many educators, while supporters of competition, expressed concern at the 

degree of emphasis placed on winning in sport in schools. The education 

system began to rank students both in the classroom and on the playing field.  

Students soon learned that status and rewards were bestowed on those who 

succeeded.  O'Hanlon (1980) notes interscholastic athletics appear to have 

contradicted any original justification for their place in high school education.  
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Activities such as sport ‘reinforce one of the ‘cardinal' principles of twentieth 

century schooling; namely that unequal social benefits are the justifiable 

result of fair competition' (p. 103). 

 

There is a difference of opinion concerning the reasons for the inclusion of 

sport as part of the school program. The development of a balanced 

individual is often seen as justification for including sport as part of the school 

program.  For example, Saunders and Jobling (1983) propose four reasons 

for its inclusion: first, there was a perceived obligation to educate the 'whole' 

child paying attention to the physical, social, and emotional aspects of 

development.  Second, sport can be embraced as a learning tool to enhance 

understanding of concepts of language and numeracy.  Third, sport itself can 

also be employed as a strategy to promote social and moral learning.  Finally, 

physical activity is an aspect of culture and schools have an obligation to 

reflect that culture by the promotion of sport and physical activity.  As 

illustrated in their explanation, sport is promoted as an aspect of education 

that can enhance the social, cognitive, and physical development of the 

individual.  This is the most common justification by those who advocate sport 

as a balanced part of the school program. 

 

The third and last reason offered by Saunders and Jobling (1983) has 

probably received the most support from school sport personnel.  It is also 

timely to remember Murdoch's (Murdoch, 1990) two questions: 'What is the 

place of sport in education?’ and second; 'What are the roles of education in 
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sport?’ (p.67). If sport has the potential to teach then perhaps education must 

make sure that sport is used for sane, exciting and fruitful means. 

 

The researcher supports the generalisation of Luschen and Sage (1981) 

which reinforces the role of sport in schools today as a means of life long 

physical activity: 

 

The institution of education may have an impact on sport, and given 

the rapid expansion of sport in modern life, education needs to be 

increasingly concerned about it. This responsibility of education is 

seldom recognised, but in light of a situation where the 

communicative, entertainment dimension of sport is getting 

increasing attention, education has to address itself to enlarging the 

understanding of sport in society as a whole, especially to educating 

people towards a life-long active involvement in sport as a leisure 

activity. (p.7) 

 

Eitzen (1973) has argued that the universality of sport in high schools must 

attest to the fact that sport must accomplish educational objectives.  His 

questioning of the value of school sports signalled a challenge to the reason 

for the retention of interscholastic sport because 'the pressure to win is 

foremost and when taken to an extreme, runs counter to the stated goal of 

athletics - to foster the optimum physical, mental, emotional, social, and moral 

growth of the participants’ (p.199).  Eitzen lays the blame for the 'win-at-all -

costs' attitude at the feet of administrators who have tolerated and at times, 
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encouraged such a sport philosophy.  The outlay of resources for such a 

sport delivery system is according to Eitzen, questionable. 

 

 More recently Kirk (2004) and Penney et al (2002) question the validity of the 

elite sport model that has dominated the delivery of school sport in England 

and Australia. This model promotes the win at all costs ethos which according 

to the ‘voice’ of youth (MacPhail et al, 2003) is damaging to youth sport 

participation. Kirk suggests that there is greater value in delivering a 

comprehensive sport education model which is based on the work of 

Seindentop’s (1994) Sport Education model. In this approach the needs of 

youth in sport and the recognised positive educational values of participation 

in sport (Kirk, 2005, 2006) are fulfilled. 

 

The popularity of sport among young people would seem to hold significant 

potential to enhance their learning process.  Some programs have tapped 

that potential.  The Life Development Intervention Program is one initiative 

that adopts sport as a vehicle to teach life skills (Danish and Nellen, 1997; 

Danish, Nellen and Owens, 1996).  This intervention program aims to assist 

athletes to develop their lives through empowerment and enhanced efficacy. 

The program has reported positive results for many urban youth.   

 

Danish (1983) recounts: 

 

Sport has taken on new meaning for many individuals as they 

discover new meaning in the experience of participation.  Sport need 
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not be a place where one continues to have to prove oneself; it can 

be a place where one begins to know oneself.  When knowing 

becomes as important as proving, sport becomes an essential 

vehicle for developing personal competence. (p. 237) 

 

Fraleigh (1990) questions which values should receive priority in sport in the 

context of a high school education.  His perspective is that it should be those 

values that are “most compatible with the purposes of education” (p. 79).  Any 

attempt to succinctly represent such values is a daunting task as behind each 

stated value is the need to consider the underlying philosophies, contested 

perspectives, and systems that often dictate which values will be addressed.  

Many sports will be supported because of the values assigned to each sport, 

perhaps by the players or by others.  Attention to these values, meanings, 

and purposes are addressed by Fraleigh (1990) through the adoption of 

Jewett and Bain's (1985) five curriculum orientations: disciplinary mastery, 

social reconstruction, learning process, self actualisation, and ecological 

validity.  The value of sport from a disciplinary mastery orientation may focus 

on learning new skills and the success and motivation associated with such 

achievement.  By contrast, in the learning process orientation the value of 

sport would concentrate on how we learn as opposed to what we learn.  

Attention to strategies and tactics may be enhanced through teacher or coach 

adoption of a problem solving process for the players (Griffin, Mitchell and 

Oslin, 1997; Thorpe, 1991). 
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Following a systematic review of each orientation Fraleigh (1990) concludes 

that: 

….appropriate value emphasis in sport in education differs according 

to the dominant purpose of the educational context. (p. 88)  

 

Moreover contextual factors should be considered in tandem with sound 

justification for whatever decisions are reached by those who make decisions 

about sport opportunities and experiences.  The benefit of applying value 

orientations would lie in determining if one orientation is more suited to an 

urban high school culture than others and if that orientation is currently 

facilitated within sport programs (Jewett and Bain, 1985).  

 

Scottish sport philosopher Peter Arnold (1994) considers the process versus 

the product or internal versus external goals of sport in educational contexts.   

In his view, sport in education should not be conceived as being used for 

moral purposes, but rather as a valued practice in which the virtues have a 

necessary and vital part to play.  

 

The focus from his perspective is that sport should not be pursued for values 

or morals but rather the pursuit of sport will require observance of certain 

values if that sport is fully pursued and practised (Maclntyre, 1985).  

Therefore, the inherent qualities are subscribed to the participant, and it is not 

necessary to import moral training as an external strategy provided the 

process of teaching the sport is done correctly.  If a complete pursuit and 
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practice of sport occurs then sport could have a greater educational role in 

the development of youth.  

 
 
2.4 The outcomes of sport participation in secondary schools 
 
 
 
This section examines the consequences of participation in sport: why 

adolescents do it; their motives behind participation the claimed benefits of 

participation, the negative outcomes that may result from participation. What 

prevents participation, and the reasoning behind why youth should be 

encouraged to pursue sport in schools? It is through researching these 

understandings light can be shed on justifying the diverse roles requirements 

of SSMs in meeting broader educational outcomes.  

 
 
High school students' participation in active leisure forms (such as sport) is 

determined largely by what they are interested in which is in turn influenced 

by the availability of suitable resources (Garton and Pratt, 1987, 1994, 

MacPhail et al, 2003).  Furthermore at the high school level, the prevalence of 

sport is best characterised by its influence in the everyday life of students as 

evident by the continued salience of sport in the value structure of the 

adolescent sub-culture (Bradshaw, 1976; ASC, 2004).  Young people gain 

acceptance by excelling in something that is valued by peers (Evans and 

Roberts 1987).  For today's youth valued activities have expanded and sport 

is now competing with computers and technological pursuits, new 'extreme' 

sports such as skateboarding and mountain biking, inferring a re-definition of 

sport (ASC, 2004).  Success in physical performance has been a strong 

indicator for peer recognition as well as enhancing self perception. Duda's 
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(1984) findings reinforce the earlier work of Coleman (1961) who noted that 

within the youth culture good sport performers were often prominent 

associates of the 'leading crowd'. 

 

Youth interest in sport (like many other aspects of life) is based on personal 

subjectivity which can be strengthened through their recognition of and 

appreciation of its potential value to them (Chen, 1996, MacPhail et al, 2003).  

Chen notes the recent focus on 'situation interest' which he describes as “a 

person's subjective perception of an activity's appealing characteristics” 

(Chen, 1996, p.424). In a study of 35 college age students Chen examined 

two forms of interest: catching; which refers to the students' perceived appeal 

of an activity, and holding; which refers to the retention or holding effects that 

the activity may have for the student. Following student reflections on their 

physical education experiences Chen identified four patterns of holding 

interest. These affect the degree to which a student holds an interest in a 

physical activity (sport), i.e., fitness, socialisation, activity variation, and self 

expression. His results confirmed that a student holding interest is based on 

individual subjective meaning. Also MacPhail et al (2003) found in their initial 

pilot study youth participation in sport that respondents identified to ‘have fun’, 

‘get fitter’, ‘to socialise’ as dominate reasons for participation in sport. 

 

There is also a concern for sport providers at what Tinning and Fitzclarence 

(1992) describe as the apparent disjunction between school and the lives of 

adolescent youth which requires attention from educators and administrators 

working within the youth sport culture. The ubiquitous presence of images of 
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how sport is portrayed to young people through things such as clothing, 

language, and behaviour, are collectively having an affect on youth 

impressions actions, and decisions about participation. 

 

A further issue that deserves attention is that many young people are staying 

in school longer which places greater pressure on them to achieve financial 

independence i.e., to pursue the many materialistic goods that cannot be 

provided by an increasing number of lower or single income families. 

Therefore, curtailing their adolescent experiences because of the need to 

work part time (Giroux, 1997).  The cost of access to some sporting pursuits 

may preclude adolescent participation (ASC, 2004).  Furthermore, access 

may be curtailed by transportation.  The roles of the school or community club 

as a provider of sport or leisure options may have to undergo change to 

enhance the aspirations and opportunities of such young people who wish to 

pursue a more physically active lifestyle.  In addressing this chance, Johns, 

Lindner, and Wolko (1990) suggested: 

 

Between school, part time work, extra curricular activities and the 

competing status cultures ... found among teenagers, time becomes 

precious and its expenditure is carefully considered.  Belonging to a 

status culture that is rooted in the popular culture is an alternative 

that may well compete with sport. (p. 167) 

 

Eder and Parker (1987) highlight the potential impact schools can have on 

adolescent's values and behaviour through extracurricular activity.  They 
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offer three reasons.  First, unlike the structured nature of classroom contexts 

(Cusick, 1973) extracurricular activities hold the potential to become social 

events marked by interaction and meaningful participation.  Second, the 

social dimension of extra curricular activities holds potential for interaction 

with the opposite sex.  Third, student visibility is elevated amidst the peer 

group during many extra-curricular activities.  This enhanced status can in 

turn intensify membership within the peer culture.  However, to capitalise on 

benefits of extra curricular activities it may be necessary to scrutinise how 

and why they are offered to students.  Penny and Harris (1997), McPhail et 

al (2003), Kirk (2004) have recently called for a re-examination of the nature 

and delivery of extra-curricular activities in Great Britain’s schools.  They 

claim that the present system is marked by inequity and, in particular, caters 

primarily to those of ability while others are excluded. 

 

Unless many of these English findings are taken on board sport for many 

adolescents will retreat from their lives because of exclusive factors that are 

beyond their control.  The adolescent pursuit of sport can be lost in other 

ways.  Csikszentmihalyi (1990) suggests sports are expensive “up-front”, 

initially requiring larger outlays in energy, planning, and making a start.  He 

offers the notion of the “cost” of sport as a reason why some people 

(including young people) decide not to participate.  A specific concern was 

the convenience in which young people are able to ‘flop down in front of the 

TV screen and turn the set on’, compared to the demand to “summon up the 

energy to attend a sport club after school, or call up some friends for pick up 

games” (p.5). This trend is of growing concern (ASC, 2004). Although, initial 
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enthusiasm and support for sport is apparent at the age when young people 

begin their high school careers it is often diluted, transferred, or eliminated 

by the time the same people are ready to leave high school.  Should SSMs 

be concerned about such outcome?  

 

 The environment that Csikzentmihalyi (1990) describes is not a solitary 

representation.  Calloway (1991) portrays today’s adolescent as a product of 

a system characterised by the conditions to which Csikzentmihalyi refers. It 

is the vital symbolic relationship between youth and sport cultures that is 

needed to promote sport as an attractive adult pursuit.  Agencies 

(particularly schools) must acknowledge the link between sport and youth 

popular culture (MacPhail et al, 2003).  Sport has been used to form a 

coalition between youth and teachers.   

 

Contexts within which young people experience sport can have varying, 

effects.  Chalip, Csikszentmihalyi, Kleiber, and Larson (1984) adopted The 

Experience Sampling Method (ESM) by using pagers allocated to 75 

adolescent students who were randomly alerted during the day.  At that time 

each respondent had to complete a self report about their social situation 

and subjective state as measured by eight variables. Higher than average 

challenges were found while moods were significantly above average in 

informal sports and physical education class.  Finally, sense of skill and 

motivation rated significantly higher for informal sport. They posited that 

“part of the attractiveness of informal sports for adolescents may be the 
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perceived consonance between demands and skills” This study highlights 

how context can mediate the subjective nature of physical activity. 

 

Similarly, Csikszentmhalyi (1990) concluded that the lack of productive 

activities in the lives of these teenagers does not seem to be compensated 

for by what school has to offer. In sharing his concern for the evolution of 

interscholastic sports Sage (1986) laments that sports coaches and physical 

educators have been too uncritical of youth sport choosing instead to watch 

its transformation into a commoditised form marked by sponsorship, 

television contracts and booster clubs.  The resemblance to adult collegiate 

versions of sport has juxtaposed with adult imposed values and norms.  It is 

at this point where social opportunities are lost.  As Sage highlights “Social 

competence must be learned, and it is learned through social experiences” 

(p.23).  Social outcomes must be linked to social relationships to allow a 

connection between the experiences that youth have and the environment 

within which those experiences occur.  If youth are denied those 

experiences then they must look elsewhere to learn social competencies.  

There is a need to recognise the importance of the peer group and the 

emerging independence from the adult purlieu desired by young people. 

 

From a sample of 10,000 of young Scottish people Hendry, Shucksmith, 

Love, and Glendinning (Cited in Benton, 1981) conducted a longitudinal study 

to examine the lifestyles of young people in Scotland.  Their findings revealed 

the significance of leisure time and what individual outcomes emerge from 

personal lifestyles.  This report into the participation in sport revealed a 
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marked drop-off between the ages 13-14 years and I5-16 years.  The 

principle reason given for the reduction in youth participation was the reduced 

influence of parents. They also recommended the need to understand more 

about young people.  In particular they state, “we lament the lack of an 

ethnography of adolescent life which would explore the ways in which young 

people use and perceive their leisure environments” (cited in Benton, 1981, p. 

185).  The study called for a more systematic examination of sport and leisure 

provision and in particular the adult - adolescent interaction process for which 

school sport is a key component. More recent studies reinforce this need for 

this action (ASC, 2004), where sport participation rates by Australian children 

fell by 60-64% from the 1980’s to 2001. The reasons behind the decline 

although not proven are cited as the role of parents, family and peers in 

physical activity.   

 

Such a study would have to be invaluable in the context of this research. It 

would assist the roles of the SSM in planning sports experiences and 

motivating students. A similar response is made by Csikszentmihalyi et al 

(1977) who conclude: 

 

It is our belief that a systemic approach is necessary to understanding 

adolescents.  Such an approach requires an ecological mapping, of 

activities and experience.  Only by knowing where adolescents 

channel their attention and what kinds of feedback they receive from 

the interaction can we begin to understand the evolution of behaviour 

patterns. (p. 293) 
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The underlying concern of these developments is the effect it is having on the 

people who are at the heart of this system: youth. They lie in notable absence 

from such discourse as the voice of adolescents.  To further understand the 

youth sport culture of the next decade and its relationship to participation in 

secondary school sport it is imperative that researchers seek and 

acknowledge the voices of young people.  Only then will it be possible for 

SSMs to ascertain the interests and needs of youth and how secondary 

school sport might be enhanced to fulfil their needs. This is relevant to this 

study in that to effectively manage sport in schools it is vital SSMs know the 

sport product they are managing. Research holds the key to knowledge.  

 

Arnold (1992) argues that sport, along with other aspects of human learning, 

is important because it constitutes part of what is considered worthwhile to 

society and should therefore be retained for succeeding generations.  

However the nature of sport has changed from many of its intended 

purposes.   

As Grupe and Kruger (1994) observe, many of the changes have not been for 

the best: 

 

Today however, the realisation of the authentic meanings and 

possibilities of sport is often threatened by negative developments: 

examples are excessive competition, discrimination of the less 

successful, overemphasis of winning, success, and record, tacit 

approval of aggression, the clandestine tolerance of rule infringements 
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and performance manipulation, utilisation of sport as a media 

spectacle, dependence on political and one-sided economical 

interests.  In all these cases, sport is losing a part of its authentic 

potential. (p. 23) 

 

Once involved in sport, a young person’s decision to remain is often shaped 

by positive or negative reinforcements that operate within the sport 

environment. One of the biggest negative reinforcements is the emphasis 

placed on winning by adults, and in particular, by coaches (Kirk, 2004). This 

trait can be traced back to the 1970’s where Orlick (1972) discovered that 

80% of the mothers he interviewed expressed a strong dislike for the degree 

of emphasis placed on winning. Orlick’s (1972) findings are supported by the 

Miller Lite Brewing Company Report on American Attitudes Towards Sport 

(Miller Lite Brewing Company, 1983) which revealed that 86% of parents 

surveyed believed that organised sport for young people placed too much 

emphasis on winning.  Eighty two percent of parents also believed that 

amateur coaches took sport too seriously.  Although coaches may assume 

that the demonstration of ability and the experience of winning are important 

aspects of enjoyment in youth sport neither are critical elements of enjoyment 

(Brustad, 1993; Brustad, 1996).                                                      

 

Many of the espoused values of sport are recognised as inconsistent with 

feminist principles (Whitaker, 1991).  Rather than traditional hostile and 

dehumanising attempts to subdue opponents, Whitaker (1991) advocates a 

more humanistic approach that is “consistent with feminist values of self-
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actualisation and empowerment, mutual respect and affirmation, and 

emotional and expressive freedom” (p.81). Her perspective is that sport has 

great potential for self actualisation, empowerment, affirmation, and 

enjoyment because of inherent properties such as drama, sensuousness, 

co-operation, risk taking, personal expression, and cognitive complexity.  

Whitaker's call for attention to the opportunities for personal growth that are 

offered by sport experiences but appear to have ignored in favour of 

traditional intellectual learning, pursuits. 

 

While finding little relationship between sport participation and, sociability, 

academic achievement, or elevation of self-esteem, Melnick, Van Fossen and 

Sabo (1988) argue that the lack of significant cause and effect between the 

properties of sport and personal development of young women does not in 

any way negate the value of an athletic experience.  Moreover they maintain:  

 

There is sufficient justification for the inclusion of wholesome 

physical activity in the school curriculum if the participant 

enjoys what she's doing because of the intrinsic pleasure and 

satisfaction derived there from. (p.32)   

 

There is perhaps an argument to evaluate sport participation beyond the 

utilitarian perspective that is often adopted by researchers.  Such a stance 

would require greater emphasis on the process of participation rather than the 

outcome for the SSM especially in relation to the involvement of girls in sport-

based activities. Kirk (2004) suggests that where an elite sports culture is 
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fostered there is compelling evidence that the sport experience can be 

‘harrowing’, particularly though not solely for girls. The end result for many 

young people the sport experience ends with withdrawal.  This aspect of sport 

participation has received more recent attention. In the summary of 

withdrawal from youth sports, Petlichkoff (1996) reports that 35% of young 

people withdraw from organised sport each year. Further, the withdrawal rate 

increases as adolescents get older. 

 

While the withdrawal figures are disconcerting, consideration must also be 

given to the trial and error process and that some young people may be 

involved in sampling, other options.  Many young people are left with fewer 

options as they get older so it is no surprise that by the time they reach 17 

years, 80% of youth have withdrawn from organised non school sport (Ewing 

and Seefeldt, 1989).  In general there is a need for closer examination of the 

withdrawal process to clarify how and why youth leave sport and to what 

extent their decisions are based on their experiences or their developmental 

needs at this stage of life. 

 

A derivative of the withdrawal process is the condition of burn out.  Failure for 

the young athlete to identify him/herself as somebody they desire is a 

recognised symptom of burnout (Coakley, 1992).  After conducting informal 

interviews with 15 adolescent athletes Coakley (1992) found that burnout 

could be traced to the social organisation of high performance sport. The 

social organisation often associated with high-performance sport and the 

experiences that athletes have as a consequence of their, often limited, 
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interactions with significant others has the potential for burn out which in turn 

may constrain identity formation of young athletes. This is a condition is 

recommended by Coakley (1992) to be avoided.  

 

The pressures placed on adolescents by adults have called into question the 

relevance of sport in settings such as high schools (Miracle and Rees, 1994). 

Inoue (1984) claims sport has taken a part in the school programs as one of 

the main subjects because of its educational value.  The educational value of 

sport is generally recognised for its instrumental function through which 

people achieve some objective or result.  The assumption made by Inoue is 

that sport and physical education are the same thing as sport per say is not a 

subject but rather a peripheral component of the school day.  While sport may 

be a predominant component of many physical education programs, the two 

have often enjoyed the status of ‘strange bedfellows.' By this expression 

Stothart (1987) presupposes that while bunched together sport and physical 

education are not the same.  However, in some parts of the world such as the 

Antipodes (where Stothart heralds from) sport and physical education hold 

quite different meanings when compared to Europe or the United States.  

Although there are some commonalties, the distinctions between sport and 

physical education will vary according to the part of the globe where both 

terms exist.  In high school physical education programs will often be 

dominated by sports and in particular team sports.  Although evidence to 

support such a claim is scarce there are examples of research that has 

examined high school programs and confirmed such a claim (Bain, 1989; 
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O'Sullivan, 1994).  Further evidence is often manifested through the content 

of many curriculum content textbooks.  

Fejgin (1994) used a nationally representative sample of 10th graders from 

the follow-up of the National Educational Longitudinal Study of 1988 to 

examine the net effects of athletic participation on student outcomes.  She 

found positive sport participation had positive effects on grades, self-concept, 

focus of control, educational aspirations and a positive effect on discipline 

problems.  Fejgin's (1994) results also revealed an unequal distribution of 

participation across gender and socioeconomic groups.  Those advantaged 

were males, students from socioeconomic advantaged homes, students 

enrolled in private and smaller schools, and those previously enrolled in 

private or school sports.  The ASC report (2004) supports Fejgin’s earlier 

findings. 

 

The educational benefits of sport are for many largely fallacious.  There is 

evidence to support certain benefits of sport in certain contexts but generally 

there is little or no empirical evidence to support the belief that 'sport builds 

character' which has been carved into the stonework of the pillars that 

support Western education. This however, does not necessarily mean they 

are not to some extent true (Arnold, 1992).  

 

In conclusion it is important for SSMs to understand the needs of their 

students in order to ‘shape and steer’ a successful sports program. This 

includes understanding what sport means to the individual and what 

subsequent effect the school sport experience has on how something is 
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portrayed or interpreted. In a more concise statement, the SSM needs to 

examine the quality of the school sport experience and compare it to the 

perceived value of the sport itself. Through this task the SSM can determine 

the place of sport in education and the roles of education in sport.  As a 

consequence the roles, functions, competencies and skills required to 

successfully implement a sports program will not only reflect a philosophical 

base but also mirror societal expectations associated with the delivery of 

sport to the consumer.   

 

2.5 The organisation of secondary school sport in Queensland 

 

The purpose of this section is to expand on the previous section and describe 

how the school sport is organised in Queensland schools and the specific 

objectives of school sport. This provides further meanings and insights into 

both the prescribed and perceived roles, skills, competencies of SSMs as 

determined by the organisation structure of their working environment. 

Secondly, this section identifies specific issues that influence the roles of the 

SSM.  

 

School Sport Queensland is a unit within Education Queensland. It provides 

and coordinates school sport programs for students in primary, secondary 

and special schools. The schools government schools, state colleges and 

affiliated non-state schools. Queensland is divided up into twelve sports 

regions. Each region is managed by a Sports Board and has a full time 
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Sports Officer. Each region consists of a number of sport districts which 

contains approximately eight schools in each.   

 

School sport in Queensland secondary schools, has enjoyed status within the 

curriculum timetable and at the policy level as sport education.  Sport has 

been confirmed as a national priority with the development of the National 

Junior Sport Policy.  At the state level, the Queensland Junior Sport Action 

Plan has also highlighted junior sport as a major component of schools, state 

sporting bodies, and local governments. It also details the implementation of 

goals outlined in the National Junior Sport Policy (National Junior Sport 

Working Party, 1994; Queensland Junior Sport Task Group, 1996).  Most 

recently, Active Australia was written by key stakeholders in the sport, 

recreation and health industries to encourage participation in physical activity 

by all Australians.  These documents, together with the Sydney 2000 

Olympics excitement, significantly reinforced the profile of sport in 

Queensland secondary schools. 

 

School sport in secondary schools across Queensland is usually conducted 

within a regular timetable once a week (e.g., Wednesdays after lunch in 

Queensland metropolitan government secondary schools or weekends for 

GPS schools for example). It involves playing competitive games against 

other teams within the school (intraschool sport) or against other schools 

(interschool sport).  In Queensland schools, these games traditionally include 

rugby, basketball, netball, hockey, touch, cricket and softball. However, in 

recent years, other sports have been introduced, e.g., surfing, triathlon, 
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squash, to meets the changing demands of student choice. Currently, 

Queensland Secondary School Sport has twenty two affiliated sports. These 

sports are managed by a committee comprising, in the most, a president, 

secretary, and treasurer. This committee facilitates State Championships, and 

knockout competitions. They are responsible also for the organisation of 

Queensland teams who compete at National Championships. In addition to 

the once a week sports afternoon schools conduct major events, where a day 

or days are set aside for these events, i.e., athletics, swimming, cross 

country. These days are followed up with subsequent District days where 

schools compete in these events.   

 

Sport or games playing has been a long accepted part of Australian school 

structure.  A major reason for this has been the strong links with British 

school sport system in which team games, played in inter-house sporting 

competitions and sport days, featured prominently.  With physical education 

as we know it today not recognised by historians prior to the 1940s, it was 

clear that sport was given a high priority.  The type of sports played and the 

organisation of physical activities outside the curriculum had a very significant 

influence in Australian government and non government schools   towards 

the end of World War Two.  

 

Team sport outside the curriculum continued to be organised for males 

exclusively, and it was not until the 1890s that games such as croquet, tennis, 

and hockey were arranged for female participation.  It was common place for 

secondary schools to set aside one afternoon per week for interschool and 
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inter-mural sports competitions.  This applied to both boys' and girls' schools 

(Gray, 1985). Non government or private school sport is a particularly integral 

part of the total school curriculum today (Evans, 1990). The focus on sport in 

non government schools stemmed from the influence of the elite English 

schools in consolidating their status in the social hierarchy of schools 

(Mangan, 1983). 

 

The Athletic Association Of Great Public Schools (AAGPS) which organised 

inter school sporting competitions in cricket and rugby union in the first part of 

the 1900s was the cornerstone for the Greater Public Schools (GPS) sporting 

tradition which continues today. 

 

The dominance of sport in the extra curricular program of both non 

government and government schools today can, in part, be attributed to the 

tradition of elite English schools, in addition to the tremendous rise in the 

popularity of media, sport with its increasing professionalism and 

commercialisation (Kirk, 1994;  McKay, 1991).  The importance placed on 

Australia's sporting prowess internationally has also assisted in the 

significance of sport in the extracurricular program as it has encouraged 

participation in school sport as a site where sporting talent can be identified, 

nurtured and developed.  In documentation sent to all Australian schools in 

1991, the Australian Sports Commission urged principals, teachers and 

parents to reflect on the quality of school physical education and sport in their 

schools.  This supported the push towards developing a wide base of athletes 

with potential for representing Australia at the Sydney Olympics in the year 
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2000.  A specific example in Queensland is the ‘Talent Search  Program’, 

jointly funded by Queensland Academy of Sport and Australian Sports 

Commission, where physical education and sport in schools are used as a 

vehicle in identifying junior athletes that may have the potential to become 

Olympic standard athletes.  This perspective views schools as a site for the 

development of elitist sport. 

 

The responsibilities of secondary teachers in school sport activities can also 

vary considerably: skill instruction, umpiring, fitness training, organising teams 

or taking a more distant task in overseeing the game.  Evans (1990) believes 

that classroom teachers, particularly in primary schools, have very little formal 

preparation for coaching and organising sport.  

 

 In the Queensland Junior Sport discussion paper (Department of Tourism, 

Sport and Racing, 1993), it is recommended that all new teachers employed 

are accredited as coaches at the level of a Teacher's Certificate (equivalent to 

NCAS Level 1 Certificate) in at least one sport approved in the safety 

handbook for schools, i.e., DOEM. The National Junior Sport Policy (National 

Junior Sport Woking Party, 1994) recommends that all physical education 

teachers have at least two Level 1 NCAS coaching qualifications, preferably 

in one summer and one winter sport.  These certificates require teachers to 

complete a coaching course of fourteen hours minimum duration, of which 

four hours is devoted to general coaching principles and the remaining ten 

hours is aimed at developing sport specific theoretical and practical 

knowledge, and skills for a beginner coach (http://www.ausport.gov.aulacc/ 
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accncs.html). Thus, these junior sport policy recommendations are efforts to 

support the place of sport in Australian schools.  These documents position 

school sport as requiring specific coach preparation. 

 

Tinning et al. (1993) suggest that physical education forms the basis for 

school sport, particularly in the primary school program. However, it has 

relevance to the secondary school context. He suggest that physical 

education classes focus on the development of general movement skills 

before developing more specialised sporting skills.  Within physical education 

classes too, the skill component traditionally precedes a game.  According to 

Tinning et al. (1993), students should show a reasonable level of skill before 

participating in intra- and inter-school sport in competitive game contexts, with 

and against students from other grades within the school, or against students 

from other schools.  However, this does not always occur.  Students are often 

placed into competitive situations in intra and interschool sport to satisfy the 

‘maximum participation’ school sport policy.  This displaces the roles of 

physical education in the model from acting as a foundation for sporting skills 

to serving little purpose in preparing students for intra and interschool sport. 

  

Some schools, however, advocate that only the most skilled players can 

represent the school in interschool sport or strive for higher levels by 

competing at regional, state and national championships, as noted in Figure 

2.1.  Focusing on skilled performer and the timeless purity of "the rules", 

results in school sport appearing less attractive to all but a minority group of 

talented students. This closely parallels the ‘competition value’ system 
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structure of sport, which has been identified in children's attitudes (Australian 

Sports Commission, 1991).  This structure judges success according to the 

criteria of winning and losing competitions, a hierarchical structure with the 

most skilled students at the top and the less skilled or ‘drop outs’ at the 

bottom.  Perhaps this picture of school sport is too closely linked to the highly 

competitive, slightly distasteful world of adult professional sport. 

   

                                                         

                                                      National titles 

State titles 
 

Interschool sport 
 

Intraschool sport 
 

Physical education 
 
 
Figure 2.1: Secondary School Sport and Physical Education Hierarchy 
in Australian Schools 
 
Armour and Jones (1998) claim that it is possible to conceive of a school 

sport ethos which transcends the adult professional version, and which is 

already evidenced in many schools, through fostering the educational value 

of sport.  Aligning to the final participation structure of sport, as identified in 

children's attitudes (Australian Sports Commission, 1991), is the perspective 

that is based less towards overt competition and more on personal challenge, 

self-discovery and egalitarianism.  It judges success on a broad basis, as a 

means to helping students realise their full potential.  
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The responsibilities of teachers in Queensland non government and 

government schools can vary.  Competitive sport is usually more of an 

integral part of the total school curriculum in non government schools (Evans, 

1990). In this school environment it is an expectation that coaching 

responsibilities are as much part of the employment package as teaching is 

implied.  Coaching activities have been traditionally perceived as an integral, 

albeit unpaid, aspect of the physical education teacher's job and often 

performed at a time when other teachers have no assigned duties, for 

example, in lunch breaks and/or after school.  However, with enterprise 

bargaining agreements in some non government schools, sport coaches and 

administrators are reimbursed for their coaching and administrating 

contribution.  For teacher coaches  in the more regulated government school 

system, however, "participation in non-timetabled and planned extra-curricula 

activities" is included under "major duties" in Education Queensland's 

"position description" for a teacher working in the department (http: 

www.qed.qld.gov.au ). However, there is greater flexibility for government 

teachers in choosing or not choosing to coach in a government secondary 

school as they are not paid an additional amount for coaching duties. 

 

In recent years there has been much criticism directed towards the value of 

sport in schools. Many of the issues described above have contributed to 

these criticisms. Since 1999, a process has been under way to develop a 

strategic plan for State School Sport, that not only takes stock to the 

directions of Queensland State Education – 2010, but addresses the key 

issues identified in the draft document; ‘A Sports Strategy for Queensland 

http://www.qed.qld.gov.au/�
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State Schools’, (Queensland School Sport Council, 2000). These issues 

include: 

• A long term decline in the level of student involvement in school sport 

• A decline in student involvement in school sport as they progress from 

primary to secondary school and from lower to upper secondary 

• A declining proportion of state school students in representative sports 

teams 

• Fewer school staff appearing to take an active role in school sport. 

• Fewer schools having proactive and comprehensive sports programs, 

leading to the downgrading and marginalisation of sport in some schools. 

 

The challenges to be met, in addressing the issues above, are multifaceted. 

They range from:  

 

1. Formally recognising and positioning the roles and value of sport in the 

school curriculum, especially in relation aligning this position with the 

Education Queensland – 2010 document proposals.  

2. Setting targets for numbers of student participation rates and quality of 

sports programs at school level. 

3. Introducing pre-service sport training for teachers and opportunities for 

professional development of current teachers. 

4. Negotiations with relevant employee unions to establish a set of 

conditions for employees involved in school sport organisation. 

5.  Developing strategic alliances with community based sport associations. 

                                (Queensland School Sport Council, 2000) 
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From the above two key elements are identified; student participation 

numbers are declining, and teachers willingness to be involved in school 

sport is waning. They both suggest that teacher training through professional 

development, school sport programming, school sport promotion and 

employment conditions are areas needing attention. This would have bearing 

on the roles, skills, and competencies of SSMs in addressing the tasks 

outlined. If left unattended, the SSM could be faced with a non-fulfilling, 

stressful job that receives little recognition and reward.  

 

In response to the draft paper there is evidence of attention to some of the 

issues. Formal accreditation of school sport excellence programs and the 

initiative of TCAP (i.e., Teacher Coach Accreditation Program) have been 

implemented. The latter offering Level 1 NCAS coaching accreditation for 

teachers free as a joint venture between Sport and Recreation Queensland 

and ACHPER Queensland. The remaining issues identified in the Draft 

Sports Strategy document appear, on the surface, not remedied. 

Interestingly, the draft paper does not address the roles of the SSM in the 

proposals, other than to acknowledge the support of SSMs in order to effect 

necessary changes. On the other hand, the roles of the School Sport 

Queensland Unit personnel are seen as a key focus in proactively promoting 

and developing state school sport.  

 

Another, school sport body having direct bearing on school sport and 

consequently the SSM is School Sport Australia. They are the national body 

of each state’s school sport body. At the ‘apex of the tree’ they are 
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responsible for setting the policies and guidelines for school sport operation in 

Australia (refer to Fig.2.2).  

 

Figure 2.2: The Role of School Sport Australia 

 (source: www.schoolsport..edu.au ) 

The essential focus of School Sport Australia relates to the 

organisation and conduct of a broad range of school sporting 

programs for all students commensurate with their age and 

ability. In order to undertake this roles effectively in an 

educational environment, School Sport Australia will:  

• Operate within a framework of accepted state and national 

policies, frameworks and guidelines for the development 

and conduct of sport in schools  

• Ensure that educational outcomes form the basis for all 

school based sporting programs/activities  

• Liaise with and promote cooperation between school sport 

and community sport agencies  

• Provide leadership in the area of sport development and 

programming and other key educational and sporting 

issues related to the delivery of sport in schools  

• Identify and address equity standards in the participation 

of students and officials in school sport, particularly in 

relation to gender  

http://www.schoolsport..edu.au/�
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• Act as a forum for the sharing of effective practice in the 

development and conduct of sporting programs for 

students  

• Identify and further develop the links between sport and 

relevant learning areas (in particular Health and Physical 

Education)  

• Provide opportunities for students in sport within and 

beyond state or territory boundaries  

• Involve students in the leadership of their own sporting 

programs  

• Maintain and enhance the quality of those teachers and 

other volunteers who deliver sporting programs to 

students  

• Ensure that the Australian Education Systems Officials 

Committee is kept informed of developments in school 

sport and make recommendations to the Committee 

regarding policy and new initiatives  

Promote and publicise the range of sporting activities conducted 

in schools to the wider community  

 
Although School Sport Australia is the policy maker for school sport delivery 

but it is the ‘walking feet’ of the SSM who will largely bring these outcomes 

into fruition. The major reference in Fig 2.2, as to the importance of the roles 
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of SSMs, is the role of ‘maintain and enhance the quality of those teachers 

and other volunteers who deliver sporting programs to students’. The 

question proposed here is how does maintenance and enhancement occur 

for the SSM and is it successful? Upon investigation there appears to be no 

specific guidelines that address this role.  

 

In 1972 the International School Sports Federation (ISF) was founded. From 

an initial membership of thirteen countries it now boasts seventy- two with a 

target student population of 400 million students between 13 and 18 years 

old. The ISF is a sports federation, an associative, educational movement 

that aims to improve awareness and official recognition of healthy, 

educational, sporting activities in a schools environment 

(www.schoolsport.org). ISF is the international ‘voice’ for portraying the value 

of school sport to society. It provides ‘organisational substance’ for the 

management of school sport. 

 

2.6 Sports management and the sport manager 

  

Sport is big business. The growth of the sport industry in the last half-century 

has been phenomenal (Parkhouse, 1996, p.3).Sport has become a dominate 

influence in Australian society. No single aspect of our culture receives the 

media attention given to sport. This has given rise to sport moving from a 

predominantly amateur status to professional standing. The evolution of 

National Sports Leagues and associated increased media coverage has 

placed unique demands on sports management personnel. The diversified 

http://www.schoolsport.org/�
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economic growth of the sport product has given rise to the entrepreneurial 

inclination of many persons (Shilbury, 2000). A new breed of specialists has 

emerged from the sport management arena requiring management, 

marketing, communications, accounting, finance and economics, and legal 

skills applicable to the sport setting and specific to the increasing complex 

and multifaceted areas it represents (Parkhouse, 1996, Smith and 

Westerbeek, 2004).  

 

From an applied perspective, sports management has been in existence for 

centuries. However, only recently, has it been acknowledged as an academic 

pursuit. Sports management must be perceived as a career in itself. It must 

be considered as alternate employment for the teacher educated person who 

cannot find a teaching position; to be successful in sports management one 

should be educated for sports management (Van Der Smissen, 1987). 

 

 Quick (1994) acknowledges the birth of sports management courses in 1981 

through initial sports studies programs offered in Canberra. However, the first 

dedicated university degree was introduced in 1991 (Smith and Westerbeek, 

2004). From this beginning courses proliferated.  

 

In 2004 the number of sport management or administration degrees and 

majors offered by tertiary institutions ‘swelled’ to fifty five.  

 

A total of approximately 1,500 students are accepted into some form of 

sport, leisure or recreation management bachelor degree or major 
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each year. This now exceeds exercise science (human movement and 

physical education) as the most populated sport-related topic studied 

in Australia. In fact, demand for sport management programmes 

continues to grow steadily while exercise science is diminishing in 

terms of student interest. (Smith and Westerbeek, 2004, p. 42)  

 

This growth is reflected globally to coincide with the economic revolution of 

the global sport industry. In 2006 the sport industry in America generated 

$250 billion, making it the sixth largest industry in terms of Gross domestic 

Profit. As a consequence there are now over 200 universities in America 

offering undergraduate degrees according to the Centre for Sport 

Management Research and Education, Texas A&M University 

(www.csmre.tamu.edu).   

 

The composition of sport management education in Australia has no 

consistent philosophical basis from which its study has been founded (Smith 

and Westerbeek, 2004). Initially a shift occurred from a Physical Education 

curricula foundation to business management, and eventually becoming 

specific to sport (Berg, 1989).  However more recently, where the degree 

emanates from, i.e., faculty of origin and the academics who are delivering 

the program determine the philosophical emphasis of the sport management 

education.  Sport management education can be found now within business, 

arts, exercise science, and sociology degrees.  As a consequence Smith and 

Westerbeek propose the philosophies governing sport management 

education are four fold; the exploitation of an emerging business (i.e., the 

http://www.csmre.tamu.edu/�
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sport industry), proficient organisation and augmentation of elite athletic 

performances, a social service to bolster sporting participation, and a 

prominent but small part of leisure and recreation (p.42). The roles, functions, 

skills and competencies of sports managers are drawn from these fields 

which share two foundational elements; sport and business administration, or 

management.  

 

Although the terms sports management, sports administration, and athletic 

administration are frequently used interchangeably, the first most accurately 

describes this field from a universal or global perspective (Parkhouse, 1996).  

De Sensi, Kelly, Blanton, and Beital (1990), believe the term administration is 

a school related focus.  While the term management was derived from the 

French word menager, meaning ‘to use carefully’ and the Italian word 

‘maneggiare’, meaning ‘to handle’ (Bucher and Krotee, 1998). Dubrin, Ireland 

and Williams (1989) defined management as the coordinated and integrated 

process of utilising an organisation’s resources (e.g., human, financial, 

physical, information, technical) to achieve specific objectives through the 

functions of planning, organising, staffing, leading, and controlling. Hersey 

and Blanchard (1982) noted that management is working with and through 

individuals and groups to accomplish organisational goals.  

 

Donnelly, Gibson and Ivancevich (1992) define management as the process 

undertaken by one or more individuals to coordinate the activities of others to 

achieve results not achievable by one individual acting alone. They have 
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established that all modern (contemporary) managers essentially display 

three managerial tasks: 

 

• managing work and organisation 

• managing people  

• managing production and operations 

 

As in industry where the three tasks are appropriate for the delivery of 

products or services to consumers so too can the three tasks be applied to 

the delivery of sport both in society and in schools. 

 

Sport management pertains to the study of management as it is applied to the 

domain of sport (Bucher and Krotee, 1998). Wade and Baker (1995) defined 

sport management as a coordination of efforts of a diverse group of 

individuals towards some preconceived goal related to sport. Zeigler (1987) 

defined management as the execution of managerial acts. Sport 

management is simply the management of sporting organisation (Shilbury 

and Deane, 1997). Also Smith and Westerbeek (2004) suggest that the 

proliferation of literature over the last decade support the notion that sport 

management implies to a way of doing business, and that to describe a 

person or a practice as ‘professional’ is to pay them the highest compliment in 

terms of expertise and competence.  

 

In effect sport managers are no different to business managers in that their 

work can be summarised in exactly the same manner but applied to sport 
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context.  From these expressions of sports management we may identify 

some perceived essential skills and competencies which every manager, 

including the SSM, should possess.  

 

Figure 2.3 highlights the link between the sport organisation and the process 

of effectively and efficiently completing the task of sport management. 

Ultimately the outcome delivery of the sport product is via spectatorship or 

participation and the functions of management, discussed below, are a guide 

to the work of management (Shilbury and Deane, 1997). 

 

Figure 2.3 Functions, Work and Skills of Sports Managers (adapted from 

source: Shilbury and Deane, 1997) 

 
 
                      Functions                     Work                                       Skills             
   
Sport                          sport                    Plan                  Managing work Organisation   Conceptual 

Organisation               manager             Organize           Managing people         Technological      

Development 

                                                               Lead                 Managing production &           Human                     of School 

                                                               Control                    operations          Technical               Sport 

 

 

Management is a process which includes the performance of many different 

functions (Connor, 1974). Although the managerial process can be divided 

into a variety of operatives, these operatives are usually interrelated and 

cannot be easily separated.  

 

In Figure 2.3 Shilbury and Deane (1997) identified the skill categories of a 

sports manager as being conceptual, technological, Human and technical. 

This is based on the work of Donnelly, Gibson and Ivancevich (1992) who 
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added the category relating to computer skills (technology) to the original 

work of Katz (1974). Technological skill is the ability to understand and utilize 

technologies in all their manifestations for the benefit of creating efficient and 

effective work practices (Shilbury and Deane, 1997, 2001). 

 

Traditional managerial functions have been identified by some researchers 

and include planning, organising, and evaluating [controlling]. Other 

researchers have suggested managerial functions should include planning, 

organising, staffing, leading, controlling, decision making, problem solving, 

budgeting, communications, reporting, delegating, innovating, coordination, 

representing, creating and motivating (Bucher and Krotee, 1998; Chelladurai, 

1991). However, Chelladurai (1985) pointed out four managerial operatives 

which emerge as most significant to sport managers as planning, organising, 

leading (directing), and controlling (evaluating). 

 

‘Planning involves setting the goals for the organisation and its 

members, and specifying the activities (or programs) to achieve those 

goals. (p. 5) 

 

 It links from where we are to where we want to be. Decision making occurs 

throughout this function. Once the goals and the means of achieving them 

have been identified they must be formally stated in the form of policies, 

procedures, methods, standards and rules. The purpose of such formal 

statements is to outline clearly to the members of the organisation what is to 

be done and how it is to be done.  
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Organising involves the breaking down of the total work specified in 

the planning process into specific jobs and then establishing a formal 

relationship among these jobs, and among the individuals assigned to 

carry them out. (p. 6) 

 

While the planning process specifies what should be done and how the 

organising process elaborates who should do it. An essential element of the 

organising process is the specialisation of the methods of coordinating the 

activities of the many individuals involved. This is achieved by establishing a 

formal hierarchy of authority which specifies the chain of command within the 

organisation. 

 

Leading (Directing) has been defined as “interpersonal process of influencing 

members toward organisational goals” (Barrow, 1977, p.232). While the 

planning and organising function set the stage for work activities to be carried 

out the leading function is concerned with influencing or motivating individual 

members to carry out their specific assignments efficiently. In order to be an 

effective leader the manager must have a working knowledge of the 

motivational processes of individuals, their needs and dispositions, as well as 

the situational elements that facilitate or hinder motivation. Because 

differences among individuals are numerous and complex it is suggested that 

it is the most difficult and critical of management functions (Chelladurai, 

1985).  
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Bennis (In Loeb. 1994) concluded from his extensive study of leaders, that 

leaders were made not born. Leaders also usually possessed a strong, 

supportive and determined set of parents who encouraged them to reach out. 

Bennis listed the following seven characteristics that defined a leader: 

 

1. Business literary: Do they know the business? Do they know the real feel 

of it? 

2. People skills: Do they have the capacity to motivate, to bring out the best 

in people? 

3. Conceptual skills; Do they have the capacity to think systematically, 

creatively and inventively? 

4. Track record: Have they done it before and done it well? 

5. Taste: Do they have the ability to pick the right people, not clones of 

themselves, but people that can make up for their deficiencies? 

6. Judgement: Do they have the ability to make quick decisions with 

imperfect data? 

7. Character: A characteristic that is a core to leadership, but one we know 

least about when trying to teach others. 

 

In an attempt to outline areas of research that heighten one’s awareness of 

the skills necessary for effective leadership, Frank (1993) viewed several 

studies and developed the following list that may be used to facilitate one’s 

opportunity for career advancement. These effective leadership behaviors 

included the following: interacting with others, goal setting, time management, 

delegation and stress management. 
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For the last twenty five years the focus on managerial study has been 

referred to as situational. Hershey and Blanchard (1982) found the type of 

traits which correlated with effective management varied from situation to 

situation. It was proposed that if the situation was a major determinant of 

effective leadership, then by better understanding the situation one can 

intervene with the proper training to develop the type of behavior necessary 

to effectively manage (Frank, 1993). Situational theory holds that different 

types of leader’s behavior; for example, supportive, directive or participative, 

are causal variables whose effect in terms of subordinate effort and 

satisfaction is moderated by the task to be performed and the capability level 

(e.g. fully trained or not trained workers) of the subordinates: Hershey and 

Blanchard (1982) developed the Effectiveness and Adaptability Profile which 

identifies appropriate leader reactions in various situations. 

These are four options for reaction available to a manager: (a) telling 

(manager directs task accomplishment), (b) selling (manager provides 

explanation and clarification), (c) participating (manager requests input for 

making decisions), and (d) delegating (manager gives responsibility for task 

completion to subordinates). Associated with the manager’s decision 

regarding the type of behavior to employ to accomplish a task, is the analysis 

of the subordinate’s maturity or readiness. These are four stages associated 

with the concept of follower maturity: (a) unable and unwilling followers, (b) 

unable but willing followers, (c) able but unwilling followers, and (d) able and 

willing followers.  
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These stages of follower maturity are associated with the corresponding 

options for leadership behavior. For instance, if followers are unable and 

unwilling, the manager must tell them exactly what method to employ to 

complete the task. If the followers are able but unwilling, followers will need to 

be persuaded regarding the method in order to complete the task. 

 

The evaluation (controlling) function entails measuring performance and a 

comparison of that performance to standards previously set in the planning 

process. Evaluation is continuous (Chelladurai, 1985). This function highlights 

the importance of evaluating the sports experience. Also it is important to 

note that these functions are not independent of each other. For example, the 

feedback from the evaluative process can affect goal setting (planning 

process), the distribution of particular activities to specific individuals 

(organising process) and the leadership behavior (the leading function).   

The concept of sports management can be understood not only by looking at 

the managerial functions but also by determining the competencies and skills 

necessary to effectively carry out these functions. 

 

Kanungo and Misra (1991) studied the difference between the two terms, 

skills and competencies. The authors registered six distinctions between the 

two terms. 

 

1. Skills were defined as the abilities to engage in an overt behavioral 

system or sequence, whereas competencies referred to intelligent 

functioning and the abilities to engage in cognitive activities. 
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2. Skills were required to handle routine and programmed tasks with 

established procedures, whereas competencies were required for non-

routine and unprogrammed tasks. 

3. Skills were utilized to cope with the demands of the stable aspects of the 

environment in the day-to-day organisational life, however competencies 

were necessary to cope with the complex and volatile aspects of the 

environment. 

4. Skills were more specific to tasks and situations, where as competencies 

are more generalised or transferable to a wider variety of tasks and 

situations. 

5. Skills were capabilities to engage in behaviors that are controlled, elicited 

or triggered by the demands of specific tasks, where as competencies 

handle non routine tasks, where the manager has to decide where, who 

and how to use them because the behavior demands of the tasks are non-

specific. 

6. Skills were specific to the task, unlike competencies that are more generic 

in nature. 

 

Even though Kanungo and Misra presented a worthwhile analysis and 

definition of the terms skills and competencies, most researchers employ the 

two terms interchangeably. 

 

 As discussed earlier Katz (1974) proposed three skills that are necessary for 

management; technical, human, and conceptual. These skills fall within a 

three tier hierarchy with technical skills being the most fundamental, followed 



 78 

by human skills and then conceptual skills at the top. The three level 

conceptualisation of managerial skills was developed by Katz as a counter to 

the traditional view that managers are born not made. 

 

Technical skills involve “an understanding and proficiency in a specific kind of 

activity, particularly one involving methods, procedures or techniques.’ It is 

primary concerned with working with processes or physical objects while 

human skill involves ‘working effectively as a group member and to build a 

cooperative effort within the team he leads” (Katz, 1974, p. 91). The highest 

most complex skill in the hierarchy is conceptual skill. Conceptual skill is the 

“ability to see the enterprise as a whole. It includes recognising how the 

various functions of the organisation depend on one another and how 

changes in any one part affect all the other.  It extends to visualising the 

relationship of the individual business to the industry, the community and the 

political, social, and economic forces of the nation as a whole” (Katz, 1974, p. 

93).  

 

The degree to which these skill categories are operational will depend on a 

person’s management level. It is anticipated that a managing director would 

need a greater level of conceptual skills than an administration management 

who would require a high level of technological and technical skills. Similarly, 

if a SSM’s time largely involves dealing with absenteeism the technological 

skills, as described above, will assist the process; or if the SSM is having to 

deal with discontentment of teachers involved in sport the human skills 

become paramount, or if the SSM roles is to negate issues dealing with 
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sporting venues and transport each week, or the promotion of school sport to 

relevant stakeholders then there is high requirement of conceptual skills.  

Should, it be the situation, as believed by the researcher, that all these 

scenarios apply, then the SSM’s needs to be equally capable in all skill 

categories. As such, the SSM can be identified as requiring a combination of 

suitable personal attributes and adequate educational preparation in order to 

meet management roles. Another implication of this description for the SSM 

is that he/she must be capable of perceiving the school as a gestalt and be 

cognisant of the effects of every managerial decision in the total school and 

its various parts. 

 

Also, Zeigler and Bowie (1983) proposed two additional skill categories to 

Katz’s three, conjoining skill and personal skill. Conjoining skills are a mixture 

of Katz’s technical, human and conceptual skills. The inclusion of this as a 

separate category is meaningful since an effective sports manager needs to 

be display qualities in all three skills. The category personal skills 

encompasses the development of efficient ways of managing personal time, 

organising and articulating personal thoughts, keeping abreast of current 

events and innovations, and the other attributes that make a good manager.   

 

From a national survey of sport management practitioners in a wide variety of 

sport organisation, some duties and responsibilities reflected commonality 

while others revealed distinctions that can be made among sport 

management groups (Parks and Zanger, 1990). Parks and Zanger identified 

four management groups in which specific competencies fell. 
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Competencies required in the general management group for sport managers 

are: marketing, sales, community relations, public speaking, correspondence 

and record keeping. Skills in the organisation management group are: 

budgeting, accounting, coordination, managing personnel, managing 

facilities, controlling, directing, evaluating and leading. In the information 

management group, writing, working with the media, developing publications, 

keeping game notes and statistics, interviewing, promoting, advertising and 

fundraising skills were of paramount importance. The tasks in the exercise 

and sport science group were: leading exercises, testing and evaluating, 

prescribing exercises, designing activity programs, monitoring activity 

programs, strength coaching, sport conditioning, instructing and counseling. 

 

Kelley (1991) argued the basic competencies needed by all sport managers 

include the following: (a) communication, especially in writing and speaking, 

(b) facility management, (c) fiscal management, (d) marketing and sales 

skills, (e) program and event management competency, and (f) personnel 

management and supervision.  

 

The discussion of the managerial functions, skills, and competencies 

contribute to a picture of a sports manager as a person who is concerned with 

and has ample time, scope and ability to carry out these descriptions. This is 

far from the truth according to Mintzenberg (1975). His findings concluded 

researchers’ descriptions of managerial jobs are myths. He found that instead 

of being reflective and systematic planners, managers, “work at an 
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unrelenting pace”, ‘their activities are characterized by brevity, and 

discontinuity”, “they are strongly orientated to action”, and “dislike reflective 

activities” (p. 50). He also found that contrary to general impressions a 

managerial work involves “performing a number of regular duties including 

ritual and ceremony, negotiations, and processing of soft information that 

links the organisation with its environment” (p. 51). 

 

Rather than adapt classical descriptions of management Mitzenberg (1975) 

suggests management can be best described in terms of the roles managers 

play in their day to day activities. Ten managerial roles were identified within 

three broad categories; interpersonal roles (figurehead, leader, liaison), 

information roles (monitor, disseminator, spokesman), and decision roles 

(entrepreneur, disturbance, handle, resource allocator, negotiator). 

Mitzenberg’s evidence suggests these roles are inseparable and that every 

manager needs to be effective in all ten. He acknowledged however that to 

say that the ten roles form a gestalt is not to say that all managers give equal 

attention to each role. 

 

An examination of the roles, skills and competencies reveal that there are 

considerable overlap between them and the functions of management. For 

example the leading (directing) function of Chelladurai (1985) presupposes 

higher levels of human skill of Katz (1974) and the leader roles of 

Mintzenberg (1975). Simply stated, management in any type of organisation 

consists of specific functions, i.e., planning, organising, leading and 

evaluating presupposes the need for specific skills, competencies that 
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manufacture specific roles. Chellandurai (1985) states that these managerial 

processes may differ from one organisation to another in accordance with 

different manager’s orientations, and specific circumstances that pertain to 

that organisation.  

In process of determining functions of management as it relates to work of the 

SSM it is also important review literature pertaining to management theory.  

Since the 1970s there has been a number of ‘driving’ managerial theories that 

underpin the outputs of organisation. Those theories which are considered, 

by the researcher, to have bearing upon the roles, skills and competencies of 

SSMs are summarised as follows: 

 

• Systems Theory. Bertalanffy (1968) believes that an effective manager 

under systems theory must learn to cope with multiple interactions that 

exist on a daily basis relative to the tasks to be assigned and performed. 

The manager must be well schooled in the formal organisation and its 

policies, as well as the culture and nature of the informal organisation. In an 

applied basis SSMs need to be flexible or adaptive in terms of how they 

apply the routine skills of their position (formal organisation) in a non 

routine manner, as a response to unpredictable situations (informal 

organisation).  

• Decision theory. Vroom’s (1973) model focuses on problem solving and 

decision making and the need to understand the processes that enable 

each to be implemented. It looks at the strategies, styles and concepts of 

problem solving and decision making. In an applied basis SSMs, from 
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researcher experience, are called upon constantly in their roles to be 

proactive problem solvers and decision makers. 

• Contingency Theory. Contingency management assumes that there is no 

one best way to manage or guide an enterprise. There are no universal 

prescriptions, principles, or techniques that will work in every situation, 

culture or environment. Contingency theory maintains that the 

organisation’s structure, process, and situational characteristics must fit 

together at the appropriate time or place. In an applied basis the SSMs are 

responsible, when situations arise in the delivery of school sport, for 

determining what variables to manipulate to bring about the desired change 

or result (Fiedler and Chelmers, 1984; Minter, 1990). 

 

The organisation of school sport is dynamic and forever changing (i.e., both 

planned and unplanned changes will occur). Problems arise and decisions 

need to be made, often immediately. Therefore the effectiveness of the SSM 

will be often measured by the consequence of the decision. Therefore a high 

value is placed upon competency level of the SSM in possessing these 

management requirements.     

 

This supported by Boucher (1998). He alleges, that while the field of sport 

management has grown and developed at a rapid pace, there are numerous 

areas of ‘fuzziness’ within the field. To eliminate this blurred vision, Boucher 

contends that sport management curricula needs be more practical theory 

and research. His central focus for preparing sport managers is the skill of 

decision making. Boucher (1998) states: 
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If those of us in the field of sport management were to give greater 

credence to ‘decision-making’ in our curriculum and our research, we 

could do much to provide a focal pint for all of our various interests the 

aim is to prepare potential managers and assist practising managers in 

making better decisions about sport.  (p.83)  

 

Through understanding the roles, competencies and skills requirements of 

sports managers in the sports industry through the decisions they make, and 

researching these traits in SSMs, functional comparisons can be drawn 

between sports mangers and SSMs. The findings should provide a foundation 

for selecting SSMs, determining educational qualifications needed to become 

an effective SSM, and giving credence to the work undertaken by SSM’s.  

This ultimately helps ensure the quality of sport delivery and experiences in 

high schools mirror the rapidly growing nature of sport in society and that of 

the intended value of the place of sport in education and education in sport. 

 

2.7    The school sports manager (SSM) 

 

Education Queensland (1999) labels SSMs as Sport Co-ordinators. Their 

roles are diversified and parallel that of a sports manager. The activity of the 

Sports Co-ordinator by definition below is to ‘manage’. 

 

The purpose of this position is to manage the sports programs within a 

school. This responsibility focuses on the development and 

implementation of sports programs within the school and monitoring 
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these to ensure compliance. The position incumbent must liaise 

extensively with staff and groups associated with the school to collect 

information required for the development of the school’s sport 

programs. The position would report to the Principal of the school or 

the relevant Head of Department (Queensland School Sport, 1999, 

Work Profile).  

 

In December 2003 Education Queensland accepted the proposal by 

Queensland School Sport and formally released a Work Profile for Sports Co-

ordinators in Schools (Generic) (Band, 1,2,or 3). The purpose of this work 

profile is to assist in the management of a sports program.  

(http://iwww.qed.qld.gov.au/hr/variations/pd/band/band3_sport_coordinator.doc- ) 

 

As further outlined in December 2003 Education Queensland document the 

roles of the Sports Co-ordinator is further sub divided into areas of 

responsibilities or competencies and skills needed. Upon analysis these 

responsibilities can be clearly categorised into any of the managerial 

functions identified by sports management researchers, (Bucher and Krotee, 

1998; Chelladurai, 1991; Parks and Zanger, 1990; Kelley, 1991, Bateman 

and Snell, 2007). This can be represented in Chelladurai’s (1991) operative 

model of planning, organising, directing and controlling (evaluating) (refer to 

figure 2.4). 

 

 

 

http://iwww.qed.qld.gov.au/hr/variations/pd/band/band3_sport_coordinator.doc-�
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FIGURE 2.4: Sport Co-ordinator (SSM) Responsibilities 

 

1. PLANNING   

  Designing and implementing sport related programs 

  Collaboratively formulating school sport policies and procedures that are 

aligned with the Corporate Plan, School Development Plan, and that 

comply with the DOEM.  

  Identifying the professional development needs, relevant to sport, of staff 

and non-teaching staff and providing training in these areas. 

  Assisting in the operations of district, regional, and state management 

committees to develop high levels of competition for students 

  Contributing to the planning and provision of facilities 

 

2. ORGANISING 

  Determining resource needs, preparing an annual budget and co-ordinating 

the purchase, usage and storage of sporting equipment. 

  Promoting, managing and co-ordinating the school’s sport billeting program. 

  Advocating and managing the needs of the school and students with regard 

to district, regional and state competitions. 

  Recognising student achievement in sport by organising, e.g. achiever’s 

certificates, athlete of the month awards, the “pocket” system, sports 

award dinner. 

  Organising fundraising activities to enhance the budget and to assist 

athletes selected in representative teams   
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3.  DIRECTING 

  Exercising leadership in the design and management of the school’s sports 

programs. 

   Effectively managing staff 

  Interacting with students in a variety of settings to provide direction and 

advice 

  Promoting the school sport program to the school community and to other 

local school communities 

  Contributing to the establishment and maintenance of effective relationships 

with parents and community groups to enhance the sporting program and 

maximise parental and community involvement. 

 

4.  EVALUATING [CONTROLLING] 

  Reporting regularly to the principal or relevant head of department on the 

educational outcomes and administrative procedures adopted to enhance 

the teaching of sport. 

(Sources: Chelladurai, 1991; & Education Queensland, Queensland School 

Sport, 1999, Work Profile, Education Queensland, 2003, Work Profile: Sports 

Co-ordinators in Schools). 

 

Although almost word for word the formal 2003 work profile categorises 

the roles of the sports co-ordinator according to specific areas of 

planning, implementation and evaluation. The ‘implementation’ area can 

be broken down into identified managerial roles of organising, directing, 

controlling (Chelladurai, 1991). A second specific factor in the roles 



 88 

description is the clear reference to the sports co-ordinator’ 

‘consideration of the views of the various stakeholders’, with clear 

reference being made to ‘teaching staff’ and ‘community organisation’. 

This is seen by the researcher to embrace the need for understanding 

the roles of sport both in society and schools, and in terms of student / 

staff participation. It highlights the importance of the ‘evaluative’ roles of 

the sports co-ordinator and supports the belief that the sports co-

ordinator’s roles are clearly a managerial position. The third specific 

factor in the roles description is the directive to school Principals that; 

‘The Principal may allocate specific co-ordination time to the sport co-

ordinator to fulfil the required duties. This indicates the amount of time 

and if any is at the Principal’s discretion. Also there is no indication or 

guidelines relating to financial remuneration for the sports co-ordinator 

(SSM) which, in general, are paid to others in school management 

positions, i.e., classified positions of Head of Department.     

 

2.8 The Professional Development of Sports Managers and SSMs 

 

Given that; the roles, function, competencies and skills of the SSM are similar 

to that required by a professional sports manager in meeting the challenges of 

today’s sports industry, it is important to view the professional development 

needs of SSMs as similar to those needed by Sport Managers. Therefore, the 

success of a school sports program will have bearing upon the acquisition of 

effective competencies, skills, leadership qualities that are grounded in 

academic preparation of SSMs and the research development in school sport.    
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Sourcie (1998) states: 

 

Sport management has therefore evolved to become a distinct 

professional occupation, and it constitutes a unique field of 

competence which requires specific knowledge and skills, and 

university training. (p.16)      

 

Earlier, Zeigler (1987) expressed concern that sport management 

research had not kept up with development of the occupation into a 

profession, and he stated that:  

 

..any profession must have a sound body of knowledge to 

undergrid it if it is to survive with its professional status fully 

recognised by society. (p. 15)  

 

Sports management researchers over the years have argued that sports 

management is an applied discipline and thus research ought to result in 

findings which are useful and meaningful to practitioners (Sourcie, 1998). 

This is supported by Smith and Westerbeek (2004) who in their paper 

address the composition of ‘professional’ sport management education in 

Australia. Although there is the growth of professional associations in sport 

management they serve to bolster research as apposed to dictating 

educational content delivered by higher education authorities in sport 

management. The authors advocate that professionalism in sport 

management education needs to be achieved through; 
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• Higher education authorities being more accountable in standardising 

sport management curricula. 

• The need for a universally recognised professional association that 

establishes benchmarks for sport management practitioners like 

lawyers, accountants etc.  

• The provision of a code of behaviour to guide the ethical discharge of 

sport management graduates’ work.  

 

Because of the ‘lesser in the greater notion’ much of the needs pertaining to 

the professional development of sport management can be applied to the 

development of school sport management. Historically Zeigler, Spaeth and 

Paton (1975) believe past administrative practice in the field of physical 

education and sport, which has mostly been of a trial and error nature, has 

sufficed. The selection of SSMs has been school based. Evans (1990) 

supports this and indicates that this could be either a volunteer or physical 

education specialist, who in general, was energetic and committed to the 

roles. Zeigler, Spaeth and Paton further describe the process of selection as 

those who have worked their way up the ranks as a practitioner rather than 

one whose training stemmed from knowledge, understanding and skills of 

management theory. However they believe an management revolution is 

taking place and there is not only a need for more understanding of 

management theory through academic preparation but more recognition for 

the need for management research (Zeigler, Spaeth and Paton, 1975).  Also 

Kinder (1993) believes the complexities of the roles of a SSM are such that 

experts now feel that graduate level work should be one of the prerequisites 
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of the position. This graduate level work should include phases of sport 

education and should be aligned to business education, social and 

development education, business advertisement and media administration, 

(Kinder, 1993).  

 

Moon (1998) reviewed the roles of sport managers involved in Secondary 

School Sport Programs in Inchon, Korea. His study surveyed 500 sport 

managers. Two significant recommendations from the study were put 

forward, that the financial resources for school sport programs be expanded 

and higher education programs should prepare school sport managers more 

adequately. The latter supports earlier work of Kinder (1993).  These findings 

are not dissimilar to the historical pathways taken in the development of sport 

management education and the future professional needs outlined by Smith 

and Westerbeek (2000).     

 

Research into the course offerings in Queensland in the area of sport 

management reveal that there are a number of courses that combine subjects 

from the disciplines of Exercise Science, or Human Movement and Business. 

They are specific degree programs aimed at those graduates desiring to 

enter the sports industry. These degrees being: 

• Bachelor of Applied Science (in Human Movement Studies) / 

Bachelor of Business  (QUT) 

• Bachelor of Exercise Science / Bachelor Business (Griffith University) 

• Diploma of Sport and Recreation with Honours and Bachelor of 

Business ( University of Sunshine Coast) 
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• Bachelor of Human Movement Science (University of Central 

Queensland) 

 

Subjects offered across the universities encompass a broad range of study 

areas including: 

• Sports organisation and governance 

• Sport information 

• Sport development systems 

• Sports marketing 

• Employee relations in the sport industry 

• Sport facility planning and management 

• Sports promotion 

• Public relations 

• Event management 

• Strategy change in the sport industry  

• Law and ethnical principles 

• Financial management 

• Risk management 

Although the depth of learning experiences are available within these courses 

there are little offered as subject electives in specific teaching courses. The 

only evidence cited being the undergraduate elective subjects, ‘Sport 

Education’ (Griffith University, Gold Coast Campus) and, ‘Organisation and 

Management in Physical Education and Sport’ at QUT. However In the area 

of postgraduate studies there is suggested evidence that potential or existing 

SSMs can enrol the following courses although, again, they are sports 
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industry applied. As such the course content would have to be adapted for 

the school setting. Initial research found two courses that are offered in 

Queensland. The first is the Graduate Certificate in Business: International 

Sport and Recreation Management which is offered at University of 

Queensland. However half the course is specifically applied to the tourism, 

Travel and Hospitality industries.  The researcher deemed the other course to 

be the most applicable, i.e., Graduate Certificate in Sports Management 

hosted by the Department of Tourism, Leisure, Hotel and Sport Management, 

Griffith University, Gold Coast Campus. The subjects offered are: 

• Sports marketing and management 

• Financial management in sport 

• Sport event management 

• Sport culture, policy and regulation 

• Sport media 

• Managing organisational performance in sport  

 

The Griffith program offers the opportunity for graduates to extend the 

Certificate program into a Master of Sports Management through selecting 

additional electives from a wide range of specialist areas.  Therefore, 

considering the appropriateness of the education experiences listed above in 

the Griffith University’s Graduate Certificate program there appears to be 

significant opportunities for potential and existing SSMs to gain valuable 

qualifications if the course material if adapted to their specific field of study, 

school sport. From this base meaningful research may be conducted to 

ultimately improve the quality of delivery of school sport.    
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2.9   Concluding statement 

 

From an analysis of the literature review, it is evident there is a parallel 

between the roles, competencies and skills of SSMs in schools and Sports 

Managers in the sports industry. As such a formalised research study in these 

identified study areas is justified, especially if it contributes to professional 

practice.  

 

It is also proposed that the roles of SSMs in the effective management of 

school sport is inherent in the way they perceive school sport, its participants 

and the relationship of school sport to the changing roles of sport in society. 

This research study entailed examining of roles of sport in high schools from 

a social and educational perspective. The importance of the sports’ 

experience is foremost because, what is learnt in high school, or for that 

matter anywhere at all, depends far less on what is taught than on what one 

actually experiences in the place. This will reflect, in turn, the delivery of 

school sport effectively with the SSM at the ‘helm’. As a consequence, the 

understanding of the roles of sport in society and the roles of sport in schools 

helps ‘shape’ the roles, competencies and skills of SSM. This research study 

will draw parallels between each of these study areas. 
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CHAPTER 3 
BUILDING A THEORETICAL FRAMEWORK 

 
3.1 Introduction 

 

The Literature Review (Chapter 2) presupposes that many of the 

expectations of the school sport experience ‘mirrors’ the expectations of sport 

in society. Therefore, it is generalised, many of the experiences associated 

with the parameters of sport management can be applied to the management 

of school sport. Sport, as an organisation, has been, and is subject to the 

process of institutional change and as a result sport management as the 

‘lesser in the greater’ [i.e., sport] has also changed. Through an investigation 

of institutional change theory and its application in sport management 

research a theoretical framework has been developed to investigate and 

legitimise the findings of this research thesis as a precursor for change in 

current school sport management principles and practices.  

 

3.2 Defining sport and school sport as an organisation 

 

Hall (1982) argues that definitions provide a starting point for understanding 

an element of interest. While sport and school sport are acknowledged as 

organisation both by their context, structure and design it is important to 

attach a consistent definition of a sport organisation to provide a basis for 

theoretical understanding and application.  
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Slack and Parent (2006) define a sporting organisation as a “social entity 

involved in the sport industry; it is goal-directed, with a consciously structured 

activity system and a relatively identifiable boundary”. Slack and Parent 

identify five key elements that give this definition substance. They are:  

• Social Identity: The interaction of people to perform the essential 

functions of the organisation 

• Involvement in the sport industry: Those characteristics of sport 

organisation that differentiate it from other organisation, e.g., 

automobile industry 

• Goal-directed focus: Purpose driven ideals that shared amongst 

organisation members. 

• Consciously structured activity systems: There different functions of 

the sport organisation which must be performed by members to 

ensure goals are achieved. 

• Identifiable boundary: Those criteria which distinguishes members 

from non members.  

 

Quarterman (2003) defines a sport organisation and then lists the attributes of 

a sport organisation.  A sport organisation is “a deliberately structured and 

coordinated system of individuals and groups with special skills and talents in 

the sport industry working together to achieve a common set of goals” (p. 

150).  Attributes of a sport organisation, according to Quarterman, include a 

deliberate structure, the organisation is deliberately coordinated, it exists as a 

system of individuals and groups, it’s made up of people with specialized 

skills, and the organisation is goal oriented. Both these definitions overlap 
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conceptually and place emphasis on the importance of those people assigned 

to fulfill specific performance tasks in ensuring the organisational goals are 

achieved. 

 

 According to Heràndez (2003) organisation, administration, and 

management are “the most reliable driving forces of sports organisation in 

any country” (p. 7). These types of characteristics of an organisation “identify 

it as a distinct entity and, at the same time, classify it as a member of a group 

of similar organisation” (Romanelli, 1991, p.82). This supports the 

parallelisms between the community sporting organisation and school sport 

organisation, sport management and school sport management.  This is 

further rationalised in understanding of an organisational field and how the 

macro and micro inertia influences affecting the organisational field are 

institutionalised.  

 

DiMaggio and Powell (1983) define an organisational field as “sets of 

organisation that, in the aggregate, constitute an area of institutional life; key 

suppliers, resource and product consumers, regulatory agencies, and other 

organisation that produce similar services or products” (p. 148).  In the case 

of this research the organisational field is recognised as all sporting 

organisations and regulative organisations (i.e., education authorities) that 

have bearing upon school sport management. It accounts for how the 

structure, design and context of these organisations institutionally place 

external and internal pressures upon the school sport experience.  
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Greenwood, Suddaby, Hinnings (2002) describe the concept of organisational 

field as central to institutional theory. It represents an intermediate level 

between organisation and society and is instrumental to processes by which 

socially constructed expectations and practices become disseminated and 

reproduced (Scott, 1994, 1995), i.e., roles, skills and competencies of SSMs.     

 

3.3 Institutional theory and school sport management 

 

What are institutions? How do they work? Are they created intentionally, or do 

they come about as unintended by-products? When and why do they 

change? Despite the renewed interest in institutions across the social 

sciences during the last decade or so, no consensus has emerged on these 

questions. There are basically two ways of thinking about institutions. From a 

rational perspective, institutions are perceived as efficient solutions to 

predefined problems (Olson, 1965; Williamson, 1975). Institutions are 

instruments and they can be understood in the context of the tasks for which 

they were created. This view may contribute insights about the function of 

institutions and why they change but is still problematic. It disregards an 

important aspect of what institutions are, namely, frameworks for action and, 

as such, outside the scope of strategic manipulation.  

 

The second way of thinking about institutions, represented by the new 

institutionalists in organisational theory (Meyer and Rowan, 1977; DiMaggio 

and Powell, 1983), focuses particularly on the aspects of institutions that are 

ignored by the rational school. The new institutionalists define institutions as 
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"socially constructed, routine-reproduced, program or rule systems" 

(Jepperson, 1991, p.149). New institutionalism emphasises legitimacy and 

embeddedness of organisational fields (Meyer and Rowan, 1977; DiMaggio 

and Powell, 1991).  

 

Scott (2001) provides us with an omnibus conception of institutions:  

 • Institutions are social structures that have attained a high degree 

of resilience.  

 • Institutions are composed of cultural-cognitive, normative, and 

regulative elements that, together with associated activities and 

resources, provide stability and meaning to social life.  

 • Institutions are transmitted by various types of carriers, including 

symbolic systems, relational systems, routines, and artefacts.  

 • Institutions operate at multiple levels of jurisdiction, from the world 

system to localised interpersonal relationships.  

 • Institutions by definition connote stability but are subject to change 

processes, both incremental and discontinuous.  

  

Scott added institutions exhibit these properties because of the processes set 

in motion by regulative (formal rules and incentives constructed by the State 

and other empowered agents of the collective good), normative (informal 

rules associated with values and explicit moral commitments), and cognitive 

(abstract rules associated with the structure of cognitive distinctions and 

taken-for-granted understandings). “These elements are the building blocks 

of institutional structures, providing elastic fibres that resist change” (p. 49).  
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Scott describes these building blocks as the “three pillars of institutions” (p. 

51).    

There is important variety even within these “pillars” or “bases” of 

institutionalisation (Sine 1999). Practices may be cognitively institutionalised 

because they are taken-for granted on a preconscious level and escape 

critical scrutiny. Or practices may be cognitively institutionalised because they 

have perceived efficiency within self-conscious models of behavior. Practices 

may be normatively institutionalised because they reflect deeply felt values. 

Or they may be normatively institutionalised because they are prevalent and 

integrated into other activities. Practices may be regulatively institutionalised 

because they are authorised by agents of the collectivity, or because 

defections are penalised by powerful actors. If institutional “pillars” co-varied 

strongly, institutional change would be exceedingly rare. But different 

institutional supports may be weakly correlated with each other, and even in 

tension. For example, it is often easier to legitimate non-existent practices 

than established ones, whose blemishes are all too obvious. Where cognitive, 

normative, and regulative supports are not well aligned, they provide 

resources that different actors can employ for different ends (Strang, Sine, 

Smith, 2000).    

 

Institutional theory demonstrates how organisations are similar (Hodge, 

Anthony, and Gales, 2003). Slack (1997) defines institutional theory by 

stating that “organisation subjected to the same institutional pressures exhibit 

isomorphism, that is, they tend to be structurally alike” (p. 146).   
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DiMaggio and Powell (1983) define isomorphism as “a constraining process 

that forces one unit in a population to resemble other units that face the same 

set of conditions” (p. 149). Therefore isomorphism is where an organisation 

becomes more homogeneous, more similar in structure, over time as a result 

of incorporating institutional rules within their own structures. The structure of 

school sport in Australia is representative of a homogeneous organisation.  

 
 This study seeks to “address why institutional theory provides a strong 

foundation for advancing our understanding and management of this 

continuity and change” (Kikulis, 2000, p. 320) within school sport 

management.  Organisations become homogeneous to increase their 

legitimacy, regardless of the immediate efficacy of the acquired structures, 

practices, and procedures (Meyer and Rowan 1977). Legitimacy is the 

generalised perception or assumption that the actions of an entity are 

desirable, proper, or appropriate within some socially constructed systems of 

norms, values, beliefs and definitions (Suchman, 1995).  Their primary focus 

is on the movement towards, and maintaining institutional norms through 

coercive, mimetic, and normative processes. These processes are 

mechanisms of isomorphism.   

 
Coercive isomorphism “results from both formal and informal pressures 

exerted on organisation by other organisations upon which they are 

dependent, and by cultural expectations in the society within which 

organisations function” (DiMaggio and Powell, 1983, p. 150).  Coercion is the 

mechanism associated with Scott’s (2001) regulative pillar.  “In this 

conception, regulatory processes involve the capacity to establish rules, 
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inspect others’ conformity to them, and, as necessary, manipulate sanctions – 

rewards or punishments—in an attempt to influence future behavior” (Scott, 

2001, p. 52).  The “top to bottom” model of social influence (Scott, 2004) has 

bearing on the coercive mechanisms that affect the school sport experience 

and the management of it. These pressures include firstly the compliance to 

the different organisational structures of school sport at District, Regional, 

State, Australian and International levels.  

 

Second are the pressures of stakeholders associated with the different levels 

of Community, State, Australian and International sporting organisations. As 

an example of coercive isomorphism school sport and school sport 

management might feel pressure, both directly and indirectly, from community 

sporting organisations and the associated management of such by 

professional Sport Managers.  Like a child seeking acceptance and approval 

from a peer or parent, one should consider just how much influence the 

needs of community sporting organisation have on the development of school 

sport as witnessed by the growing number of ‘elite’ sporting programs being 

fostered in schools, e.g., the School of Excellence in Rugby League at 

Keebra Park High School which is a joint initiative between the Wests Tigers 

NRL (National Rugby League) club and the school. Amongst the reasons for 

this development like others throughout Australia is for talent identification, 

i.e., to provide a breeding ground for future Wests Tigers rugby players. 

Programs like this most often under the jurisdiction of SSM’s and professional 

Sports Managers of sporting organisation. These new developments in 

school sport requires the SSM to wear a ‘guernsey’ similar to that of the 



 103 

professional Sports Manager, i.e., there is a greater demand on the SSM’s in 

their roles to perform skills and competencies that parallel the professional 

Sport Manager. This research thesis will identify the parallelisms between 

management roles, skills and competences between that of the SSMs and 

other mimetic members located in the organisational field, i.e., Head of 

Departments in Schools, Sport Managers in charge of sporting organisation 

and clubs.  

 

Thirdly to the internal and external pressures associated with the ethical, 

moral, and educational outcomes of the school sport experience. These 

pressures are exerted by the various stakeholders; government and school 

authorities, parents, teachers and SSMs. As apposed to the push for 

developing elite sport programs there is a corresponding push for mass 

participation sport programs that de-emphasize the ‘win at all costs ethos’.  

 

 Mimetic Organisation copy or mimic other ones, often because of uncertainty.  

“Organisations tend to model themselves after similar organisations in their 

field that they perceive to be more legitimate or successful,” (DiMaggio and 

Powell, p. 152).  Mimetic isomorphism is a mechanism of Scott’s (2001) three 

pillars of institutions. It is “the shared conceptions that constitute the nature of 

social reality and the frames through which meaning is made…routines are 

followed because they are taken for granted as the way we do these things” 

(Scott, 2001, p. 57).  
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There is a cultural-cognitive element associated with mimetic organisations. 

They have shared conceptions that constitute the nature of social reality and 

the frames through which meaning is made. Culture is treated as symbolic 

systems. Sport and school sport as a phenomenon stem from different 

traditions.  The modern, institutionalised and organised competitive sport of 

today stems from the English school system. This societal phenomenon 

diffused throughout the British Empire and other countries in the later part of 

the 19th century. On one hand, the current organisation structure, design and 

context of school sport and school sport management still today mimics the 

amateur / volunteer nature of traditional English school sport organisation.  

 

On the other hand evolutionary change has occurred as the roles, skills and 

competencies of SSMs are influenced by the mimic pressures of societal 

sport and contemporary sport management principles and practices that are 

associated with the commercialisation and professionalism of sport. 

Evolutionary change as apposed to revolutionary change occurs as 

organisation make incremental adjustments in their strategy, structure, or 

processes while still remaining within the particular design (Slack and Parent, 

2006). 

 

The third source of organisational isomorphism is normative pressure.  

Normative organisations adopt structures or procedures according to how 

things should be done [norms]. They can be both constraining and enabling.  

Normative isomorphism concentrates on professionalism and is the collective 

struggle of members of an occupation to define the conditions and methods 
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of their work. DiMaggio and Powell (1983) specifically refer to this as “the 

resting of formal education and of legitimisation in a cognitive base produced 

by university specialists [and] the growth and elaboration of professional 

networks that span organisation and across which new models diffuse 

rapidly” (p. 153). Personnel are hired from a narrow field of candidates that 

are similar in nature, education, training, and experience. DiMaggio and 

Powell call this “filtering.”  Professional career tracks “are so closely guarded, 

both at the entry level and throughout the career progression that the 

individuals who make it to the top are virtually indistinguishable” (p. 154). 

Unlike “normative systems are typically viewed as imposing constraints on 

social behavior…they empower and enable social action…they confer rights 

as well as responsibilities, privileges as well as duties, licenses as well as 

mandates” (Scott, 2001, p. 55).  

 

When new normative pressures are applied to an organisation, coercive and 

mimetic pressures will result also. DiMaggio (1991) studied the rise of 

professionalism in museum workers, the influence of the Carnegie 

Corporation, and the “emergence field wide organisation and developing 

consensus about many aspects of museum form and function” (p. 268).  

Concentrating on two distinct models, one with a focus of collection and 

conservation and the other with a focus of education and exhibition, DiMaggio 

found conventional museums in the early 20
th

 century were governed by 

different control methods based on their mission.  The collection and 

conservation group wished to acquire more art and preserve what it had 

acquired while the education and exhibition group looked to increase their 
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budgets and staff  “through extension of public service and attendance and 

increases in municipal support” (p. 272).    As the number of museums grew, 

organisation began to form to represent them.  Universities began to embrace 

the arts and other organisations began to form. Universities began to train art 

specialists.  Philanthropic groups started large funding efforts with the 

Carnegie Corporation being one of the most active supporters of the arts.  

Money and professionalism began to influence the activities of museums 

(coercive, mimetic, and normative isomorphisms). 

 

Similarly during the last twenty years the growth of sport management 

courses and consequent academic trained sport managers has paved the 

way for the development of professional sport management associations 

[e.g., Sport Management Association of Australia and New Zealand]. These 

associations play an important normative role in establishing and improving 

operational benchmarks for the management sporting organisation. It is 

through education, socialisation, and professionalisation of an institution, 

normative influences take hold (DiMaggio and Powell, 1983, p. 152).  Similar 

experiences are shared.  Similar backgrounds are demonstrated.  

 

Greenwood, Suddaby and Hinnings (2002) found that professional 

associations play an important normative role in:  

• Construction and maintenance of intra professional agreement over 

boundaries, membership, and behavior.  
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• Acting as negotiating or representative agencies, shaping and 

redefining appropriate practices of interaction for their respective 

memberships. 

• Acting as a means whereby communities represent themselves to 

others in the field.  

• Monitoring compliance with normatively and coercively sanctioned 

expectations.  

 

Once established  these beliefs and practices associated also become taken 

for granted and reproduced through processes such as training and 

education, hiring and certification, and ceremonies and celebration. 

Professional Associations are “thus often included as part of the explanation 

for the sustained resilience of institutionalised practices” (p. 62). 

 

Unfortunately this practice is not reflected at school sport management level. 

No clear professional direction [i.e., lack of academic preparation and 

support] or standard are imposed on SSMs except role requirements 

disseminated by education authorities [i.e., Education Department, School 

Sport Queensland, and School Management]. 

 

3.4 Institutional change and school sport management 

 

Institutional theory has been strongest in identifying distinctive organisational 

forms and their functioning, but it has been less effective in generating ideas 

why particular kinds of forms are chosen over possible alternatives, and why 
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organisational forms change over time in particular directions. In fact early 

writers on the process of institutionalisation focused on how rules, myths, and 

belief systems became imbued with social value and meaning, and thereby 

assumed a taken-for–granted character within organisation. Organisations 

sought to increase their legitimacy and probability of survival by conforming to 

appropriate organisational forms apparent in their immediate institutional 

environment. The institutional environment is seen as encompassing social 

forces such as norms, standards, and expectations common to all the 

organisation’s relevant stakeholders (O’Brien and Slack, 1999).  This 

explanation supports the legitimacy, performance and survival of the current 

structure of school sport whose organisational form has evolved from the 

traditional English school system.  

 

 Although institutional theory has often been criticised as largely being used 

to explain the persistence and the homogeneity of phenomenon institutions 

may drive change, but they also change themselves.  Early efforts with 

institutional theory provided little insight into how the institutions changed in 

their own right (DiMaggio, 1988; DiMaggio & Powell, 1991).  Peters and 

Pierre (1998) call this the “structure-agency problem – how to relate change 

to presumably stable structures – is particularly significant in the theory” (p. 

565).   

 

Powell (1991) indicated that the full power of institutional theory has yet to be 

realised but there is a need to understand “both the sources of heterogeneity 

in institutional environments and the processes that generate institutional 
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change” (p. 183).  However, institutional theory can address change in the 

manner that “organisation change and conform to the expectations of their 

institutional environment” (Slack, 1997, p. 216) because doing so helps them 

find new forms of legitimacy and obtain resources needed for survival.  

Institutional change theory adopts an open system perspective that 

organisations are strongly influenced by their environments. Institutional 

theorists (DiMaggio and Powell, 1983; Meyer and Rowan, 1977; Meyer and 

Scott, 1983; Oliver, 1991; Zucker, 1983, 1987) suggest that organisations 

change their formal structure to conform to expectations within their 

institutional environment about organisational design. One of the purposes of 

this research to investigate how the institutional environment of SSMs’ 

influence their roles, skills, and competencies as applied to the school sport 

experience. 

 

According to Perrow (1973) organisational theorists paid little attention to the 

external environment until the advent of the systems approach in the 1960s. 

Before this time traditional theories of management, administration and 

bureaucracy neglected the influence of the environment and viewed 

organisation as closed systems (Fayol, 1949; Taylor, 1916; Weber; 1948). 

One of the main reasons for this neglect of the external environment within 

the scientific management and human relations schools was the lack of 

analytic tools with which to conceptualise the external organisational 

environment. The proponents of these two schools focused almost 

exclusively on the internal functions of the organisation, and so to a large 

extent the environment was unconnected to internal variables such as 
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efficiency, size, technology, structure, psycho-social dynamics and decision 

making processes.  

 

The inadequacies of closed system thinking became apparent after World 

War II as society became more turbulent and its problems more complex and 

interconnected. Through the insights of Weiner’s (1950) work on cybernetics 

and Von Bertalanffy's (1968) conceptualisation of ‘general systems theory’, it 

became increasingly clear that no living entity could survive without exchange 

with its environment. Consequently, organisations were viewed as open 

systems that were not fixed and isolated entities, insulated from their 

surroundings. Rather, organisations expanded and evolved by adapting to 

changes in their environment and in turn, impacting on the external 

environment. Scott (1987) noted the distinction between the two theories: 

 

The previous definitions tended to view the organisation as a closed 

system, separate from its environment and comprising a set of stable 

and easily identified participants. However, organisation are not closed 

systems, sealed off from their environments but are open to and 

dependent on flows of personnel and resources from outside. (p. 23) 

 

The systems approach therefore became a useful method for understanding 

and dealing with problems or situations that confront organisation (Immegart 

and Pilecki, 1973). Systems theorists recognised the importance of studying 

the organisation as a whole and giving consideration to the interrelationship 

of its parts including its relationship with an external environment.  The open-
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systems perspective had several distinctive characteristics that emphasised 

the organisation’s environment.  Morgan (1986) indicated that an 

understanding of this relationship between an organisation and its 

environment is managed by: 

 

…stressing the importance of being able to scan and sense changes in 

task and contextual environments, of being able to bridge and manage 

critical boundaries and areas of interdependence, and of being able to 

develop appropriate strategic responses. (p. 45) 

 

However, over the years, organisational theorists coming from a range of 

different theoretical traditions have experienced difficulty in articulating 

coherent theoretical notions about the organisational environment. These 

ranged from the initial abstract theoretical typologies of the major 

characteristics of the environment (Aldrich, 1979) to the much more recent 

concrete attempts to define the specific elements, which make up the wider 

organisational environment.  

 

Hall (1999) suggested that these include factors that influence the 

organisation’s ability to function effectively, such as cultural, political, 

economic, technological, legal, social and demographic characteristics of any 

given society. Regardless of the current lack of theoretical specificity about 

the elements of the external environment that can impact on an organisation, 

Melville indicated there is a common agreement amongst organisational 

theorists that it is a vital ingredient in the analysis of both short-term 
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maintenance and long-term survival. Both the external and internal 

environments which influence the role of school sport management are 

extensive. They can be categorised into two levels, those above the SSM and 

those below the SSM [refer to Figures 5 and 6].  

 

 But not only are competitive forces and efficiency-based forces at work, 

socially constructed belief and rule systems also exercise enormous control 

over organisation – both how they are structured and how they carry out their 

work (Scott, 2003). As belief systems and norms vary over time and place, 

institutional concepts provide a means to study organisational emergence 

and change.  It is in this context that an Institutional theory framework is 

justified as a means for rationalising the need for changes to school sport 

management practices, as determined by the findings of this research study.  

 

Greenwood, Suddaby, and Hinings (2002) suggest that institutional change 

theory “neither denies nor is inconsistent with change,” but rather shows 

“isomorphic convergence, which implies movement from one position to 

another” thus indicating change (p. 59).  Changes, or “jolts,” are the result of 

social, technological, or regulatory factors according to the authors.  These 

factors upset what has been socially constructed within the field for the 

institutions, therefore making it possible for change to arise (p. 60).   

 

Institutional change theory, as it matures, has allowed researchers to expand 

upon it and look at variations.  Environmental factors effecting institutions are 

now being considered (Scott, 1987).  Issues of change, power, and efficiency 
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are being reviewed (DiMaggio and Powell, 1991).  Exogenous “shocks”, as 

described by separately by Jepperson and Fligstein (1991), influence change 

on institutions.   

 

The view that organisational change results from environmental disturbance 

is not new (Skinner, Stewart, Edwards, 1999). The authors use Laughlin’s 

(1991) typology of organisational change to justify the ‘governance’ changes 

that occurred in the Queensland Rugby Union as its organisational life moved 

from amateurism to professionalism.  Laughlin suggested that an organisation 

will change only when disturbed, kicked, or forced to do something.  

 

In a similar context Greenwood and Hinings (1996) suggested that 

institutional change can only be understood by comprehending the precursors 

of deinstitutionalisation, i.e., those characteristics of organisations that 

produce adoption and diffusion. Only in the last decade have theorists and 

researchers began to examine arguments and situations involving institutional 

change that witnesses the deinstitutionalisation of existing forms and their 

replacement by new arrangements which, in time, undergo 

reinstitutionalisation. Oliver’s work in the antecedents of deinstitutionalisation 

emphasises the importance of deinstitutionalisation in explaining 

organisational behavior or change (1992). 

 

Institutional change in sport management has not been a simple process. 

Until the 1990s sport was entrenched in the ideals of amateurism, such that 

through the forces of habit, history, and tradition, sport had become 
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unquestioningly accepted and thereby, institutionalised (Oliver, 1992). 

However, just as a value, such as amateurism, or a general ‘way of doing 

things,’ can be institutionalised, it can be also deinstitutionalised and new 

ones can be introduced (reinstitutionalisation). In her work on the antecedents 

of deinstitutionalisation, Oliver described this process as a situation whereby 

the legitimacy of an institutionalised activity is challenged, or “when 

organisations fail to reproduce previously legitimated actions” (p.564). The 

onset of professional sport in the 1990s was the beginning process for 

reinstitutionalising sporting organisation and consequently sport 

management.  

 

The possible causes of deinstitutionalisation are multiple.  Zucker (1988b) 

emphasizes the general phenomenon of entropy associated with “imperfect 

transmission” and modification of rules under the pressure of varying 

circumstances and the erosion of previously taken-for-granted roles, routines 

and procedures performed by actors, i.e., changes in isomorphic conditions. 

 

Oliver (1992) identified five forces which cause deinstitutionalisation, one of 

which is entropy. The others are functional, political, social and inertial 

pressures. It is in the context of Oliver’s work and both preceding and 

proceeding research of authors associated with Oliver’s work that the 

theoretical framework for this research is scaffolded.  

 

Functional pressures are those that arise from perceived problems 

associated with institutionalised practices.  As revealed in the literature review 
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school sport, as justifiably as it is, as an integral part of child’s education 

because of its many proven benefits, it is failing to achieve the goals it 

desires, i.e., student participation. The findings of the draft document; ‘A 

Sports Strategy for Queensland State School’, (Queensland School Sport 

Council, 2000) show that there are: 

• A long term decline in the level of student involvement in school sport 

• A decline in student involvement in school sport as they progress from 

primary to secondary school and from lower to upper secondary 

• A declining proportion of state school students in representative sports 

teams 

• Fewer school staff appearing to take active roles in school sport. 

• Fewer schools having proactive and comprehensive sports programs, 

leading to the downgrading and marginalisation of sport in some schools. 

 

The functional value of sport in this case can be questioned as problems are 

revealed i.e., increased teacher coach apathy, student shift in interest in 

sport, marginalizing the value of sport in schools. When institutional 

structures are found by some constituency to be inadequate in the guidelines 

they provide, these structures are candidates for reform or replacement as 

problems accumulate. 

 

Political pressures result from shifts in interests or underlying power 

distributions that provide support for existing institutional arrangements. Scott 

et al. (2000) show how the long term reduction in membership in the 

American Medical Association (AMA), associated with the rise of specialty 



 116 

associations, resulted in the weakening and fragmentation of physician power 

and, as a consequence, a reduction in professional control over the health 

care field.      

 

Similarly, there has been a major shift in community sport where traditional 

ways of doing things have been challenged as a response to political 

pressures and the need to change the status quo in order to progress or in 

fact just survive. None more evident than in the shift from amateurism to 

professionalism both on the playing field and off the playing field.  

 

One case study that supports this generalisation is where isomorphic change 

and diffusion of organisational change were looked at with the transformation 

of the English Rugby Union from a strictly amateur concept to that of a 

professional franchise and payment of players’ model (O’Brien & Slack, 

1999).  O’Brien and Slack (1999) followed on from early work of Oliver (1992) 

in the processes of deinstitutionalisation that occurred as a result of changes 

in the elite levels of English rugby union. Born out of political pressures that 

stemmed from the ‘Paris Declaration’ by the International Rugby Football 

Board’s decision to allow the ‘seamless principle’ which allowed the habit, 

history, and tradition of amateurism in rugby to be replaced by 

professionalism. The authors investigated Oliver’s theory as it applied to 

Kingsville Rugby Football Club. The amateur status of the club both on and 

off the field became threatened. Conflict and political dissention became a 

critical antecedent of deinstitutionalisation. The increase in the number of 

actors who were against maintaining the status quo challenged the previously 
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established values and beliefs of amateurism. The result was to delegitimise 

the amateur “way of doing things”. 

 

Oliver (1992) argues that such pressures which threaten the legitimacy or 

survival of an organisation, “cast doubt on the validity of organisational 

procedures that have traditionally served the organisation’s interests 

effectively” (p. 568). Volunteer administrators were replaced by professional 

CEO and a sports promotion company (CSN) who now controlled the seat of 

power.  The game management changed and as a result functional pressures 

came into play. Technical operations within the club became 

deinstitutionalised as coaching practices and team selection processes 

changed and positive game results became paramount (O’Brien and Slack, 

1999). 

 

 Oliver (1992) substantiates this legitimacy shift: 

 

The organisation is rewarded less for the sustained implementation 

of institutionally acceptable structures and procedures, and more the 

technical quality of its outputs. (p. 572) 

 

New organisation practices are reinstitutionalised as a means of legitimising 

organisational ends.  

 

In a similar study Coyler (2000) discovered “tensions” existing between 

volunteers and professional management in a study of four sport 
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organisations in Western Australia.  The tension was caused as the sport 

organisations moved from volunteer, community based in format to one 

containing professional staff.  Most respondents identified a tension between 

the traditional voluntary management and the emerging professional 

management (p.335).  The perception was that the volunteers were 

entrenched in their ways and did not want to adapt to the new model.  Hence, 

the development of subgroups appears to be taking place (“us” and “them”), 

and the possible development of subcultures existing within the organisation.  

Conflict, “as a result of the competing values within an organisation [can] 

reduce its ability to be effective in achieving its desired outcomes” (p.338).    

 

Social pressures are associated with differentiation of groups and the 

existence of heterogeneous divergent or discordant beliefs and practices.  

Oliver (1992) refers to this process as normative fragmentation. Old 

interpretive schemes give way to new ones. Tushman and O’Reilly (1996) 

represent this as the “paradox of culture” while Bartunek (cited in O’Brien and 

Slack 1999, p. 38) refers to this as the “strong effective component,” and the 

“unlearned process” of deinstitutionalisation.  

 

Reinstitutionalised social practices came into play as “old boy” game reunions 

were superseded by game day “entertainment packages” as the new game 

day marketable emblem. Inertial forces were evident as many of the ‘old 

guard’ members demonstrated their unacceptance of reinstitutionalised 

practices by resigning their membership (O’Brien and Slack 1999).  These 

actions are further explained by Clark and Soulesby (1995) who recognise 
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these social pressures as bi-products of technical and institutional pressures 

of previously institutionalised organisational forms.  

 

Organisational inertia is where there is resistance to fundamental change as 

apposed to organisation entropy which refers to the ‘ubiquitous erosion’ of 

previously taken-for-granted roles, routines and procedures, i.e., resistance to 

the change in organisational culture. “Thus the interplay of organisational 

inertia and entropy on political, functional, and social pressures can either 

moderate or accelerate the velocity of deinstitutionalisation in individual 

organisation” (O’Brien and Slack 1999, p.30). Where the organisational 

culture is a ‘thick culture’ resistance to change will generally be greater (Slack 

and Parent, 2006). 

 

In a study of Canadian national sport organisation Kikulis (2000) investigated 

the impact of organisational members’ values on the degree of resistance 

(entropy) with expected organisational changes. Kikulis found that because of 

coercive pressures that stemmed from government requirements for funding, 

the legal environment and cultural expectations the mimetic based 

institutionalisation of volunteer boards controlling the sport organisation 

resisted change as normative pressures forced institutionalised practices to 

become deinstitutionalised. These normative pressures were the introduction 

of paid executives that were hired because of increased demands for 

fundraising, greater organisational effectiveness and efficiency.   
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In her institutional study Kikulis found a “powerful tool to uncover how 

governance and decision making are created, preserved, and changed in 

NSOs” (National Sporting Organisations) (p.299).  The changes that occurred 

were radical. The first task of the newly appointed CEOs was to create a new 

vision for the organisation. This task resulted in the NSOs reinstitutionalising 

the organisational culture of the NSOs, i.e., new values, symbols, rituals. 

Bartunek (1984) refers to this deinstitutional process of unlearning old 

interpretive schemes and their functional manifestations. This will involve 

overcoming the strong affective component in organisational actors, i.e., the 

emotional attachment to the ‘old ways’. As such institutional changes should 

also cause a corresponding organisational culture change.  In other words 

where an organisation clings to the values and beliefs that underpinned the 

organisation’s structure and mode of operations the organisational change is 

short lived. The organisation will revert back to its former situation (Kikulis, 

Slack and Hinnings, 1995b, citied in Slack and Parent, 2006). OBrien and 

Slack (1999) state: 

 

This raises the notion that while the deinstitutionalisation of old 

interpretive schemes and their relevant structures takes place, there 

must be a concomitant effort on the part of the organisation’s dominant 

coalition to institutionalise the new interpretive schemes and the 

relevant structures that accompany them. (p.31)  

 
In the case of school sport the organisation’s dominant coalition is considered 

to be the different hierarchal levels of educational authority (organisational 

actors) that control school sport management.  Therefore the acceptance and 
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institutionalisation of new interpretive schemes and relevant structures that 

accompany them (i.e., deinstitutionalisation and reinstitutionalisation of policies 

and practices) will result from socio-political support generated by these 

dominate coalitions. Both in their influence upon internal and external 

environments that influence school sport management.  

 

Preliminary research in this thesis indicate that the roles, skills and 

competencies of SSMs have been acquired through a combination of previous 

work experiences and ‘on the job’ training rather than acquired through a 

process of academic preparation and discipline. Mimetic processes identified 

have been associated with, not only this tradition of academic preparation but 

also with the appointment and remuneration of SSMs, i.e., ‘this is the way it has 

always been done’. What has transpired in the studies of institutional change in 

sporting organisation (Kikulis, 2000; OBrien and Slack, 1999; Phelps, 2006; 

Coyler, 2000; Kikulis, Slack, Hinings, 1995) above have theoretical foundations 

for proposing and legitimising change in school sport management practices in 

the realm of Greenwood and Hinings (1993) model of deinstitutionalisation and 

reinstitutionalisation. 

 

3.5  Conceptualizing the institutional change process in school sport 

management 

 

A number of researchers have suggested that institutional change can be 

conceptualised as a series of stages (Robins, 1990; Greiner, 1967). Greiner 

(1967) identified six stages of successful change processes: 
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1. Pressure and Arousal. When decision makers in an organisation 

are pressured by internal or external forces or both they are 

aroused to take change action. Kerry Packer’s influence on 

restructuring the ‘face of cricket on a global scale’ is an example of 

this. He forced the ACB (Australian Cricket Board) and cricket 

governing authorities in other countries to restructure cricket to 

meet media and player demands. Similarly, in 1995 the IRFB 

(International Rugby Football Board) were pressured to change the 

amateur status of the game to counteract Rupert Murdoch’s Super 

League (OBrien and Slack, 1999).  The doors of amateurism were 

torn down and new strongholds of professionalism, both on and off 

the field became cemented in place in other sports including the 

Olympics. The media being a major catalyst for change to begin.  It 

is through these beginnings that recent changes in school sport 

have occurred. A ‘tug of war’ exists between school sport fostering 

elite programs that feed into professionally managed sporting 

organisation and school sport meeting the needs of mass 

participation as a health tool for the benefits of life long involvement 

in physical activity. The extent to which these two aims of school 

sport are fulfilled can be measured by the effectiveness of the 

school sport program in meeting the needs its participants.  

2. Intervention and Reorientation. The strong pressure on existing 

management to change existing practices may necessitate the 

employment of new personnel or research to introduce, 
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substantiate and implement change practices. Research findings 

are considered to be a stimulus for a change process. 

3. Diagnosis and Recognition. In this stage research findings are 

acknowledged by senior management and through a process of 

evaluation all organisational actors meet to diagnose, recognize 

and address the necessity for change. 

4.  Intervention and Commitment. In this stage the collective 

agreement of organisational actors for change criteria are 

established. Actors as a result of collective input are committed to 

the process of change. 

5. Experimentation and Search. The process of change is 

implemented in this stage as gradual. Small scale sampling 

provides a basis for evaluating the change process before large 

scale adoption across the organisation. 

6. Reinforcement and Acceptance. Through the successful 

implementation of stages 1-5 new institutional practices become 

legitimised (reinstitutionalisation). 

 

Slack and Parent (2006) acknowledge Greiner’s work but express the 

shortcomings of the model. The model suggests the stages are linear and 

flow clearly from stage to stage. However this does not account for the 

dynamic process of change or for changes in the sequential development nor 

for incomplete stages of development.   The authors suggest two concepts 

are keys to understanding the dynamics of the change process. The first 

concept is archetypes. The second is tracks. 
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Greenwood and Hinings’ (1988) model of organisational change was based 

around the concept of archetypes and addressed some of the dynamics of 

organisational change. Thus, this work provided insight beyond the linear 

process models. According to Greenwood and Hinings, an understanding of 

the types of change that an organisation can experience is best understood 

by reference to design archetypes or holistic patterns. These patterns are a 

function of the ideas, beliefs, and values - the components of interpretive 

schemes (Ranson, Hinings, and Greenwood, 1980) - that are embodied in 

organisational structures and systems. A design archetype is thus a set a 

structures and systems that reflects a single interpretative scheme 

(Greenwood and Hinings, 1993). 

 

To understand the interplay and sequences or events through which 

organisation adapt to changes in their environment, Greenwood and Hinings 

(1988, 1993) created the concept of change tracks. Greenwood and Hinings 

argued that because organisations are conceptualised as archetypes, a key 

aspect of tracks is the rate at which design arrangements become de-coupled 

from the prevailing interpretative scheme and become attached, or re-coupled 

to, suffusing ideas and values. Thus, tracks are configurations of 

interpretative decoupling and recoupling arising from the loss and retention of 

structural coherence and the displacement or stability of underpinning 

interpretative schemes over time.  

 

Greenwood and Hinings (1988, 1993) maintained that all organisations 

generate tracks as they move through time, and these tracks reveal whether 
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and how organisations change. Tracks reveal the degree to which 

organisation either move through from the constraining assumptions of a 

given archetype, for example their strategic orientation, and assume 

characteristics of an alternative one, or remain within the assumptions and 

parameters of a given archetype over time. Thus according to Fox-

Wolfgramm, Boal, and Hunt (1998), tracks can be seen as “combinations or 

cognations of behavior” (p. 88). 

 

Greenwood and Hinings(1988) suggested four potential tracks through which 

organisation decouple and recouple their interpretative schemes from the 

structures and processes of organisational design. First, by using the work of 

Miller and Friesen (1984), as a starting point they suggested that organisation 

tend to demonstrate a consistent and sustained attachment to one 

interpretative scheme. In the majority of circumstances there is a resistance 

to the decoupling of the structural or process elements from the confines of 

the basic interpretative assumptions. Subsequently the organisation remains 

in a state of inertia. Second, organisations may engage in an aborted 

excursion involving a limited and temporary ‘fraying’ of an initial structural 

coherence. This ‘fraying’ away from the underlying archetype, however, is 

eventually followed by a return to the initial archetype. Reasons associated 

with aborted excursions are normally linked to a failure to align existing 

values with changes to structures and processes, or the underlying political 

motivations of individuals within the organisation causing pockets of 

resistance to the change process (organisation inertia), and as a result 

change is aborted.  
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Third, an organisation can take a reorientation track by which it leaves one 

type of archetype and ultimately moves to another. As a result, structures 

become decoupled from the old legitimating interpretative scheme, and 

connected - recoupled - to a new one. The organisation has emerged in a 

different design archetype. While some reorientations may be linear 

progression it is only one of several possible reorientation tracks. Oscillating 

or delayed patterns may also become noticeable. Consequently, 

reorientations need not follow a pattern described in cusp-catastrophe terms 

as punctuated equilibrium, in which sudden, discontinuous shifts occur, 

followed by convergence around a framework (Gresov, Haveman, Oliva, 

1993; Tushman and Romanelli, 1985). Rather, reorientation can be achieved 

through incremental steps, although these movements may require varying 

amounts of time in the push towards reorientation. 

 

The fourth track was an ‘unresolved excursion’. Greenwood and Hinings 

(1988) expanded on the work of Ranson, Hinings, and Greenwood (1980) 

and noted that organisation often get locked into competing battles between 

different interpretative schemes. Unresolved excursions involve movement 

from a coherent archetype without attaining a reorientation. As a result 

incomplete decoupling occurs without completed recoupling. 

 

Although Greenwood and Hinings (1988) provided a solid explanation of how 

organisation can react to environmental change, the model tends to be 

somewhat conservative in discussing the possible outcomes and 
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ramifications associated with the change process. While the outcomes 

indicate change is a difficult process and organisation tend to react against it, 

these authors do not explore the consequences of change.  

 

Skinner, Edwards and Stewart (1999) built on the previous work of Greiner, 

1967; Ransom, Greenwood, Hinings, 1980; Greenwood and Hinings, 1988; in 

their study of the organisational change process in Queensland Rugby Union 

(QRU) as the governance moved from a place of amateurism to 

professionalism both on and off the field. The authors adapted Laughlin’s 

model of organisational change to legitimise the change process. Laughlin 

(1991) suggested that an organisation will change only its state of inertia 

when disturbed kicked or forced into doing something. Once the organisation 

undergoes an environmental disturbance the type of change can be either be 

first (i.e., morphostasis) or second order change (i.e., morphogenesis). 

 

With first order change, an environmental disturbance is characterised by 

rebuttal and reorientation. Rebuttal is explained when the organisation 

attempts to deflect or externalise the disturbance in order to return to the 

previous state of inertia. Reorientation is the result of disturbance that can not 

be rebutted but has to be accepted or internalised into the workings of the 

organisation. 

 

In second order change the direction of change imposed on the organisation 

by the environmental disturbance is imposed by an external body or an 

internal directive (i.e., colonisation). This causes a change to the design 
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archetype which then impacts on the sub-system elements as well as on the 

interpretative schemes to reinstitutionalise new values and beliefs (i.e., 

evolutionary change), (Skinner, Edwards, Stewart, 1999).  An example of this 

change would be a policy implementation imposed by educational authorities 

upon SSMs to meet prescribed academic qualifications before being 

appointed to the position of a SSM.  Should this environmental disturbance 

lead to new interpretive schemes, i.e., the acceptance and support of quality 

school sport management by all stakeholders as a valuable tool for improving 

the school sport experience, then this change is evolutionary according to 

Laughlin (1991).  

 

Skinner (2000)  adapted Laughlin’s (1991) model to provide a theoretical 

construct for analysing the complex nature of implementing change in a 

sporting organisation, and thus provide insight into understanding the QRU’s 

responses to the numerous forms of environmental turbulence it has 

confronted in its recent history. The adapted model was used to refine the 

complexities of organisational change by taking into account the contextual 

issues confronting the QRU. Skinner applied a postmodern “hybrid” 

framework to Laughlin’s model by expanding on the work of Gray et al. (1995) 

to provide a sharper insight into the process of organisational change 

occurring at the QRU (2000). 

 

The third theoretical model investigated as a framework for proposing and 

legitimising institutional change as a result of research findings in this thesis 

is that which was used by Greenwood, Suddaby and Hinings (2002). Their 
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study examined the role of professional associations in a changing, highly 

institutionalised organisational field and suggests that they play a significant 

role in legitimating change. Their model is founded on the key stages of 

theorisation which is the process whereby organisational failings are 

conceptualised and linked to potential solutions. Their research findings show 

that regulatory agencies have an important role in the change process.  

 

Greenwood, Suddaby, and Hinings (2002) investigated the changes that 

occurred in the accountancy profession over a 20 year period. Accountancy 

firms moved from an inertia position where their business practices and 

services were accountancy based to position where their portfolio embraced 

multidisciplinary practices, e.g., financial advise, management consultancy, 

legal services. The shift in jurisdiction was associated with radical changes to 

structures and managerial arrangements. Significantly the new model 

received authoritative endorsement form the Canadian Institute of Charted 

accountants (CICA) and the Institute of Chartered Accountants of Alberta 

(ICAA). The case study was an account of how the boundaries of one 

community organisation (the accounting profession) within an organisational 

field (professional business services) changed. This is not dissimilar to the 

case study pertaining to this thesis, how the boundaries of one organisation 

(i.e., school sport management / school sport) within the organisational field 

(sport management / sport) may change. 

The model adopted by Greenwood, Suddaby, and Hinings (2002) in their 

case study outlined six stages of Institutional change in which there is 

movement from isomorphism to deinstitutionalisation to reinstitutionalisation. 
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The stages are substantiated through the work of previous researchers in the 

field of institutional change (p. 59-61).  

 

These stages are: 

 

1. Precipitating Jolts. These jolts may be social, technological, or 

regulatory based. They cause upheaval to previously accepted 

coercive, mimetic or normative “structuration” (p.59).  

2. Deinstitutionalisation. The jolts may precipitate the entry of new 

players, the ascendance of existing actors or local entrepreneurship. 

“Their effect is to disturb the socially constructed field-level 

consensus by introducing new ideas and thus the possibilities of 

change” (p.60). 

3. Preinstitutionalisation.  In this stage the organisation innovates 

independently investigating technically viable solutions to perceived 

problems. At this stage solutions may be either institutionalised or not 

institutionalised.  

4. Theorisation. How new practices are adopted is suggested by    

 Strang and Meyer (1993) as a process that begins as theorisation     

chains of cause and effect. Greenwood, Suddaby, and Hinings 

(2002) explain: 

Such theoretical accounts simplify and distil the properties of 

new practices and explain the outcomes they produce. In 

effect, theorisation is the process whereby localised 

deviations from prevailing conventions become abstracted 
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(Abbott, 1988) and thus made available in simplified form for 

wider adoption. (p.60)  

 

The theorisation process involves the specification of general 

organisational failing, the justification of a possible abstract solution and 

supported by moral and/or pragmatic legitimacy. Theorisation is integral 

to institutional change. It is the rendering of ideas into understandable 

and compelling formats. It is the direction of this thesis to explore how 

issues relating to SSMs are interpreted, represented, translated, justified 

and proposed for normative development (i.e., the process of 

theorisation).   

5. Diffusion. When new ideas are compelling presented (e.g., research 

supported and justified) and they are more appropriate than existing 

practices the stage of diffusion occurs. 

 

 This transition is achieved either by nesting and aligning new 

ideas within prevailing normative prescriptions, thus giving them 

“moral” legitimacy……and/or by asserting their functional 

superiority, or “pragmatic” legitimacy. (Greenwood, Suddaby, 

and Hinings, 2002, p.60)   

 

As new ideas (innovations) diffuse they become objectified.  

 

6. Reinstitutionalisation. When the new ideas themselves are  
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accepted as taken-for-granted they are cognitively legitimised. Once 

reinstitutionalised the new ideas become the definitive way of 

behaving (isomorphism).  

 

Central to this model is the conferring of legitimacy through theorisation. 

Greenwood, Suddaby, and Hinings (2002) draw upon the work of previous 

writers who theorise the process of legitimacy through organisational mimicry.  

 

The explanation underlying mimicry is that ideas achieve legitimacy if, 

and as, they are adopted by exemplary others and are thought to 

have provided economic benefits. Organisation mimic because they 

anticipate similar benefits. (Scott, 1995, p.61) 

 

This is applicable to this thesis as there are parallels drawn within the 

organisational field between the role, skills and competencies of SSMs, Sport 

Managers and Head of Departments in schools and the issues identified in 

the performance of SSMs’ role. However, in the case study of Greenwood, 

Suddaby, and Hinings (2002) legitimacy is not based upon anticipated 

economic returns but on the process of intra professional legitimation that 

occurs as a result of the influences of regulatory agencies in the theorisation 

process.  

 

This finding holds true for this research of school sport management where 

any potential institutional changes that are identified (i.e., research findings) 

in Stage 1 of Greenwood, Suddaby, and Hinings’ (2002) model whether 
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evolutionary or revolutionary in nature will only be legitimised if regulatory 

agencies who control school sport accept the precipitating jolts as precursors 

for deinstitutionalisation of existing school sport management practices. Upon 

acceptance by the regulatory agencies other major stakeholders in the 

organisational field (i.e., the internal and external environment, e.g., 

institutions for academic preparation of SSMs, community sporting 

organisation, SSMs as a collective group) that have influence upon the 

performing of the roles, skills, and competencies of the SSMs  will have 

bearing upon further legitimisation or resistance to the facilitation of Stages 3-

6 in Greenwood, Suddaby and Hinings (2002) model.  

 

3.6  Concluding statement 

 

Institutional theory adopts an open system perspective: Organisations are 

strongly influenced by their environments. Institutional theorists (DiMaggio 

and Powell, 1983; Meyer and Rowan, 1977; Meyer and Scott, 1983; Oliver, 

1991; Zucker, 1983, 1987) suggest that organisations change their formal 

structure to conform to expectations within their institutional environment 

about organisational design. One of the purposes of this research is to 

investigate how the institutional environment of SSMs influences their roles, 

skills, and competencies as applied to the school sport experience. 

Secondly as a consequence of the ‘lesser in the greater context’ (i.e., school 

sport as a component of sport in society), it is proposed by the researcher 

that as a result of preliminary research school sport and school sport 

management may need to go through a ‘metamorphic change’. Therefore it is 
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the researcher’s intention to apply the theoretical processes of 

institutionalisation, and institutional change as conceptualised in the work of 

Oliver (1992) and Greenwood, Hinnings and Suddaby (2002) to this research 

study of school sport management. Their work has been adopted as a means 

for applying a theoretical framework to legitimise the need for institutional 

change in school sport management.  

 

The research findings in this thesis regarding the roles, skills and competency 

requirements of SSMs and the external and internal environment influences 

which have bearing upon the effectiveness of their execution are the 

institutional change factors under investigation.  It is anticipated that the 

research findings will support or refute the need for deinstitutionalisation of 

current school sport values and practices and the reinstiutionalisation of new 

values and practices. 
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CHAPTER 4 

RESEARCH DESIGN 

 

4.1   Introduction 

 

The purpose of this chapter is to present the philosophical assumptions 

underpinning this research, as well as to introduce the research strategy and 

the empirical techniques applied. The chapter defines the scope and 

limitations of the research design. It also situates the researcher amongst 

existing research traditions in sport based research. 

 

The philosophical assumptions underlying this research come from 

interpretative tradition. This implies a subjective epistemology and the 

ontological belief that reality is socially constructed. The research strategy 

adopted was to conduct case studies in three schools and using four 

research subjects. The fieldwork was conducted at the sites during June 2003 

and August 2004. The main data collection techniques were semi-structured 

interviews, participant observation, and document analysis. 

 

This chapter is divided into three sections. In the first, the interpretative 

stance in the field school sport management is examined. The next section is 

about the research strategy. It describes and justifies the research approach. 

The last section deals with the research design and covers the reasons for 

selecting research settings and participants, data sources, research analysis 
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sub-units, data collection and analysis, and a brief summary of the 

expectations from the theoretical framework adopted.   

 

4.2 Research framework: The interpretive research approach   

 

All research (whether quantitative or qualitative) is based on some underlying 

assumptions about what constitutes ‘valid’ research and which research 

methods are appropriate. In order to conduct and /or evaluate qualitative 

research, it is therefore important to know what these (sometimes hidden) 

assumptions are. 

 

For the purposes of this research the most pertinent philosophical 

assumptions are those which relate to the underlying ontological and 

epistemological assumptions which guide the methodology assumptions 

adopted in this research. Ontology refers to issues concerned with being, that 

is, it basically is concerned with what people believe and understand to be the 

case. As far as social research is concerned ontological assumptions are 

those surrounding the nature of the subject matter of the research, namely 

the social world (Hitchcock and Hughes, 1993). In this research the ‘social 

world’ focuses on the delivery of secondary school sport.  Epistemology 

refers to the question of knowing and the nature of knowledge. 

Epistemological assumptions therefore surround such issues as the basis of 

knowledge, the form it takes, and the way in which knowledge may be 

communicated to others (Hitchcock and Hughes, 1993).  In this research the 

epistemology focuses on the work, perceptions and attitudes of selected 
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school sport managers and how they operate in their ‘social world’ (ontology) 

of school sport.  

 

Based on the philosophical assumptions adopted, Orlikowski and Baroudi 

(1991), suggest three epistemologies: positivism, interpretive, or critical. It 

follows from this that the choice of a specific qualitative method (such as the 

case study method) is independent of the underlying philosophical position 

adopted. For example case study research can be positivist (Yin, 2002) 

interpretative (Walsham, 1993), or critical. These three philosophical 

perspectives are discussed below in relation to this research project. 

 

This research project can be considered positivist if there is evidence of 

formal propositions, quantifiable measures of variables, hypothesis testing, 

deducing the inferences concerning the phenomena from the representative 

sample to a stated population (i.e., all secondary school sports managers) 

(Orlikowski and Baroudi, 1991). Positivist approaches assume that the 

relationship between social reality and humans is independent, objective of 

the cause and effect type. It is regarded that this approach is deeply rooted in 

functionalism and concerned with causal analysis at the expense of getting 

close to the phenomenon being studied. (i.e., SSMs). Therefore, the aspect 

relating to deducing inferences between the study of the research participants 

and the general population of SSMs as a homogenous group are considered 

applicable to this research project.    
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Critical researchers assume that social reality is historically constituted, and   

it is produced and reproduced by people. Although people can consciously 

act to change their social and economic circumstances, critical researchers 

recognise that their ability to do so is constrained by various forms of social, 

cultural and political domination. The main task of critical research is seen as 

being one of social critique, whereby the restrictive and alienating conditions 

of the status quo (i.e., all SSMs) are brought to light. Critical research focuses 

on the oppositions, conflicts and contradictions in contemporary society, and 

seeks to be emancipatory, i.e., it should help eliminate the causes of 

alienation and domination and thereby enhance the opportunities for the 

realisation of human potential. This research project embraces aspects of a 

critical approach, in that it investigates the issues faced by research 

participants in this study and attempts to analyse their responses in terms of 

being a representative group of the status quo (i.e., all SSMs). 

 

The epistemological stance on interpretive approaches is that knowledge of 

reality is gained only through social constructions such as language, 

consciousness, and shared meanings. The philosophical base of interpretive 

research is hermeneutics and phenomenology (Boland, 1985). In an 

interpretive research project there are no predefined dependent and 

independent variables, but a focus on the complexity of human sense making 

as the situation emerges (Kaplan and Maxwell, 1994). Those who espouse 

the interpretive approach, claim the social phenomena must be understood in 

the social contexts in which they are constructed and reproduced through 

their activities. In other words, the understanding of social action must include 
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the meaning of that research participants give to their deeds 

(performance/actions). Furthermore the advocates of the interpretive stance 

consider that social reality is constructed as a result of intentional actions 

(Burrell and Morgan, 1979). 

 

Using the interpretive perspective will increase the researcher’s 

understanding of the critical, social and organisational issues that relate to the 

roles, skills and competencies of the SSMs studied. The interpretive 

approaches in this research are aimed at producing an understanding of the 

roles, skills, and competencies through investigating the processes and 

influences that affect these attributes as they relate to the social reality. This 

is represented as school sport which is subsumed within the greater context 

of sport in society.  As a result of using the interpretive approach the research 

is provided with greater scope to address issues of influence and impact, and 

to ask questions such as ‘why’ and ‘how’ the roles, skills, and competencies 

of SSMs are created. 

 

As a way of improving the quality of research conducted from the interpretive 

perspective, Klein and Myers (1999) proposed a set of principles based on 

the hermeneutic orientation. The set of principles is as follows: 1) the 

hermeneutic circle, 2) contextualisation, 3) interaction between the researcher 

and the subject, 4) abstraction and generalisation, 5) dialogical reasoning, 6) 

multiple interpretations, and 7) suspicion. 
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Klein and Myers (1999) show how these principles are interrelated. They 

consider that a researcher decides what relevant context(s) should be 

explored, i.e., principle 2. In this case, the interview guide that evolved from 

the research questions and literature review. Principle 3 plays its roles when it 

comes to how the data are going to be created in relation to the subjects. 

Principle 4 in deciding which theories or concepts and which research will be 

abstracted and generalised.  When the researcher’s own intellectual history is 

at issue, principle 5 is in use. Different versions of interpretations may come 

into play and if they require the researcher to examine the influences of the 

social context and document the multiple views of ‘stories’ the use of principle 

6 is advisable. Finally, when the aspects of reality are presented in order to 

formulate research questions critically, principle 7 is in use. It is clear that it is 

not possible to describe all aspects of the context. The researcher has to 

decide what to say depending on the audience and story that he or she wants 

to tell.   

 

Klein and Myers (1999) recommend the researchers must work out for 

themselves ‘how’ and ‘which’ principle may be applied in any particular 

situation. They also believe that this set of principles may not be used 

mechanically, since the importance and relevance of each principle is partly 

derived from the manner in which the others are applied to the collection and 

interpretation of the fieldwork. The principles and practices of interpretative 

research have also been outlined elsewhere (Hammersly and Atkinson, 1983; 

Spradley, 1979) and neatly summarised by Erickson (1986):    
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Interpretative fieldwork research involves (a) intensive participation in a 

field setting; (b) careful recording of what happens in the setting by 

writing field notes and collecting other records of documentary 

evidence (e.g. memos, records, audiotapes, videotapes); and (c) 

subsequent analytic reflection on the documentary record obtained in 

the field, and reporting by memos of detailed description, using 

narrative stories and direct quotes form interviews, as well as by more 

general description in the form of analytic charts, summary tables, and 

descriptive statistics. Interpretative fieldwork research involves being 

thorough and reflective in noticing and describing everyday events in 

the field setting, and in attempting to identify the significance of actions 

and events from the various points of view of the actors themselves. 

( p.121)     

   

It is expected that through this set of seven principles, this research project 

can become more plausible and convincing to the target audience. Hence the 

main aim of this set of principles is to improve the plausibility and cogency of 

the research project. To do this it is necessary to explore the depth of SSMs’ 

work experiences to gain an understanding of their perceived roles and how 

the meanings of their roles have been influenced by what, which, where and 

how they have experienced while engaged in the social reality they operate 

in. 
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4.3 The case study strategy  

 

It is acknowledged that not all case studies are interpretive. Case studies are 

normally associated with qualitative research, but can also be used as a 

method of inquiry employing a positivist epistemology and ontology. 

 

Yin (1994) warns against confusing case studies with qualitative methods 

using the ethnographic method. Ethnographic methods are derived from 

cultural anthropology. Ethnographies differ from case studies in that the 

former take a long period of time to conduct and require very detailed 

observational evidence. Case studies, by contrast, are conducted within a 

defined time frame and do not necessarily imply the use of ethnographic 

techniques. Researchers conducting case studies may not even need to visit 

the research setting; they could collect their data by consulting secondary 

resources or interviewing research participants telephonically or by e-mail. In 

this case study research participants were interviewed at various locations, 

(i.e., on site and off site). This was supported by document analysis and 

observation at selected research sites. 

 

Yin (1994) describes a case study as an empirical inquiry that investigates a 

contemporary phenomenon with its real life context, especially when the 

boundaries between phenomenon and context are not clearly defined.  
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Yin (1994) argues: 

 

The case study allows an investigation to retain the holistic and 

meaningful characteristics of real life events such as individual 

life cycles, organisational and managerial processes, 

neighborhood change, international relations and maturation of 

industries. (p. 13.)     

 

Therefore, the case study approach is especially useful in situations where 

contextual conditions of the events being studied are critical and where the 

researcher has no control over the events as they unfold. The case study, as 

a research strategy, should encompass specific techniques of collecting and 

analysing data, directed by clearly stated theoretical assumptions. 

Furthermore, data should be collected from different sources and its integrity 

should be ensured. 

 

Stake (1993) distinguishes three types of case studies: intrinsic, instrumental 

and collective. An intrinsic case study is done when the case is unique and is 

therefore not representative of others. From a research analysis, to date, 

there does not appear to be research specific to this research project.  

 

An instrumental case study is selected to provide insights or to develop an 

existing theory: 
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The case is often looked at in depth, its contexts scrutinised, its 

ordinary activities detailed because it helps pursue the external 

interest. (Stake, 1993, p. 237) 

 

Finally, the collective case study is instrumental and extends to more 

than one instance. 

 

Yin (1993) also distinguishes three types of case studies: exploratory, 

causal and descriptive. In an exploratory case study, the collection of 

data occurs before theories or specific research questions are 

formulated: it is followed up by analysis of data and leads to more 

systemic case studies. The first stage in this type of case study is to 

define the issues to be researched. The causal case study will look for 

cause-and-effect relationships, and search for explanatory theories of 

the phenomena. This situation offers the most suitable conditions for 

adopting the case study as the research strategy of choice.  

 

The descriptive case study will require a theory to guide data collection 

and this theory should be openly stated in advance and be the subject 

of review and debate and later serve as the ‘design’ for the descriptive 

case study. The more thoughtful the theory, the better the descriptive 

case will be (Yin, 1993). This strategy is considered the best suited for 

this research project. It embodies a “theory” about what is being studied. 

The simple goal is to have a blueprint for this study and this requires the 

development of theoretical prepositions concerning the perceived roles, 
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skills, and competencies of SSMs. This evolved from the researcher’s 

own experience as a former SSM and participant observation as a 

teacher in secondary school settings. As a result of this, it is anticipated, 

the research design will provide strong guidance in determining what 

data to collect and the strategies for analyzing the data. Yin (1984) 

acknowledges the value of this approach in theory development, which 

is implemented in this research project:      

 

Theory development is achieved through literature review, 

discussing your topic and ideas with colleagues or teachers and 

asking yourself challenging questions about what you are 

studying and why you are proposing to do the study and what 

you hope to learn as a result of the study. (p. 37) 

 

Case studies can also be single or multiple according to their numbers. 

A multi-case approach has been adopted for this research project. The 

logic underlying the use of this approach is that each case setting have 

been carefully selected so that it will either a) predicts similar results (a 

literal replication: Yin, 1984) or b) produces contrary results but for 

predictable reasons (a theoretical replication: Yin, 1984). In this 

research study literal replications are predicted. As such the multi-case 

design follows a replication and not a sampling logic.  

 

Case studies can be embedded as well as holistic. An embedded case 

study is one in which there is more than one sub-unit, whilst in a holistic 
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case study a global program of organisation is contemplated. A pitfall of 

this case study is that the entire case study may be conducted at an 

abstract level, lacking any clear measures of data (Yin, 1994). In this 

research project an embedded approach is adopted as there appears to 

be key sub-units that contribute to ‘shaping’ the roles and consequently 

the skills and competencies of SSMs, i.e., SSM’s academic preparation. 

However, Yin (1994) warns that the researcher needs to ensure that 

entire nature of the case study does not shift during the course of study 

and original questions are no longer in context. 

 

Case study research has been subject to criticism on the grounds of non-

representation and a lack of statistical generalisation. Moreover, the richness 

and complexity of the data collected means that the data is often open to 

different interpretations, and potential ‘researcher bias’ (Conford and 

Smithson, 1996). Despite the lack of a detailed step-by-step data analysis of 

case study data (Miles and Huberman, 1994), and especially the problem of 

not being able to provide generalisability in a statistical sense, Pettigrew 

(1985) still believes that case studies can lead to generalisations in terms of 

propositions. Walsham (1993) argues that the validity of the case study 

approach derived from an interpretive epistemological stance is based on the 

‘plausibility and cogency’ of the logical reasoning applied in describing and 

presenting the results from the cases and in drawing conclusions from them. 

Similarly, Yin (1994) argues that case studies are used for analytical 

generalisations, where the researchers aim is to generalise a particular set of 

results to some broader theoretical propositions. 
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In addition, the case study approach allows ‘thick descriptions’ of the 

phenomena under study (Yin, 1994). Such thick descriptions give the 

researcher access to the subtleties of changing and multiple interpretations 

(Walsham, 1995), which would have been lost in quantitative or experimental 

strategies (Yin, 1994). Because gaining ‘thick description’ can be restrictive to 

varying levels of depth and detail, thick description alone is not enough. The 

resulting data and information from a thick description may focus on the 

surface details only, for example, describing the physical characteristics of 

the environments, research participants, and their conversations. To learn: 

the subjective significance of persons and events occurring in a case study; 

and the linkages and causal (or influence) paths among concept variables 

identified in a case requires deep understanding.  

 

Achieving deep understanding to case study research usually involves the 

use of multiple research methods across multiple time periods. Denzin (1978) 

describe this as a process of triangulation. Stake (1995) stated that he 

protocols that are used to ensure accuracy and alternative explanations are 

called triangulation. The need for triangulation arises from the ethical need to 

confirm the validity of the processes. In case studies, this could be done by 

using multiple sources of data according to Yin (1994). The problem in case 

studies is to establish meaning rather than location (Tellis, 1997). 

Woodside and Wilson  (2003) describe the processes of triangulation as: 

• Direct observation by the researcher within the environments of the case. 

• Probing by asking case participants for explanations and interpretations of 

‘operational data. ‘Operational data’ includes spontaneous conversations of 
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research participants, the activities they are engaged in and observed by 

the researcher, and documents written by the participants. This differs from 

presentation data which deal with the appearances put forward by the 

research participants as these activities (operational data) are talked about 

and otherwise symbolically projected with the research setting (Van 

Maanan, 1988). 

• Analysis of written documents and natural sites occurring in each research 

setting. 

 

This research supports the process of triangulation through the 

implementation of research methods; interviews, document analysis and 

observation.  

 

For the researcher gaining deep understanding often includes research to 

learn the “mental models” (Senge, 1990; Huff, 1990) of the research 

participants. A mental model is the set of propositions a participant in a case 

understands to be the reality, that is, an accurate portrayal of the causes, 

events and outcomes, in this case, the roles, skills and competencies of 

SSMs.  Woodside and Wilson (1993) stipulate that each person studied in the 

case study has a set of related but unique mental models describing: 

• The ‘typical’ steps (i.e. persons, conversations, behaviors, and events) 

that occur in the process being studied by the researcher. 

• The steps that should occur in the typical process (i.e. the participant’s 

normative mental model). 



 149 

• What actually occurred in a given process, for example, the most recent 

process complete or a completed process strategically important for the 

organisation. 

• The research participant’s perceptions how another specific person or 

others in the organisation, in general, understand the details of the process 

being examined.  

 

These variables highlight the need for putting in place validity measures 

which include systematic analysis of the data. Otherwise misconceptions and 

a lack of deep understanding by the researcher will be achieved. Woodside 

and Wilson (1993) suggest that the reported mental model of a process that a 

research participant who is interviewed in a case study is an ‘emic’ 

representation of reality. For example, an emic report is the verbatim sense 

making comments made by the individual under study in a case. The 

interpretation of the same process provided by the case study researcher is 

an ‘etic’ representation of reality. It often includes description and explanation 

of emic meaning as well as building composite accounts of the process on 

data from triangulation. Thus, the collection of emic mental mode accounts 

from the interviews represents one set of data for the case study researcher. 

To support this evidence, long term observation through an ethnographic 

research, is needed. Alternatively, if long term participation is impossible, the 

alternative involves adopting multi- method procedures (Woodside & Wilson, 

1993). 

From the process of data collection evolves the process of making sense of 

emic and etic representations of data. Hermeneutics is a process that can be 
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treated as both an underlying philosophy and a specific mode of analysis 

(Bleicher, 1980). As a philosophical approach to obtaining deep human 

understanding, it provides the philosophical grounding for interpretivism as 

discussed previously. As a mode of analysis, it suggests a way of 

understanding textual data.    

 

Hermeneutics is primarily concerned with the meaning of a text or text-

analogue (i.e. an organisation which the researcher comes to understand 

through oral or written text, e.g., SSMs). The basic question in hermeneutics 

is: what is the meaning of this text (Radnitzky, 1970)? Taylor (1976) says 

that: 

 

Interpretation, in the sense relevant to hermeneutics, is an 

attempt to make clear, to make sense of an object of study. This 

object must, therefore, be a text, or a text-analogue, which in 

some way is confused, incomplete, cloudy, seemingly 

contradictory – in one way or another, unclear. The 

interpretation aims to bring to light an underlying coherence or 

sense. (p.153)     

 

The idea of a hermeneutic circle, stated earlier, refers to the dialectic between 

understanding of the text as a whole and the interpretation of its parts, in 

which descriptions are guided by anticipated explanations (Gadamer, 1976). 

It follows from this that there is an expectation of meaning from the context of 

what has gone before. The movement of understanding is constantly from the 
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whole to the part and back to the whole. As Gadamer explains it is a circular 

relationship. This is applicable in the process of the investigating the research 

question in this study in light of the perceived and identified influences and 

determinants that ‘shape’ the roles, skills, competencies of SSMs under 

investigation. 

 

The process of sense making through hermeneutics is not too dissimilar to 

the modes of analysing data; pattern matching, explanation building and time 

series (Burns, 1994; Yin, 1984). This compares the obtained pattern with the 

predicted one through cross case research (i.e. searching data collected from 

each research setting to determine similar patterns and dissimilar patterns. If 

the patterns coincide and there is no pattern to fit rival theories, then the case 

study can claim internal validity. When evidence is conflicting, deeper probing 

of the differences is necessary (i.e. greater levels of sense making) to identify 

the cause or source of conflict. Similar to pattern matching explanation 

building analyses case data to build an explanation about the case.  

 

Burns (1997) states: 

 

To explain a phenomenon implies stipulating a set of causal 

links about it. In most case studies explanation building has 

been employed in those producing narrative data in which 

explanations reflect some theoretical proposition. It may 

seem as though the case study investigator is trying to make 

the proposition fit the evidence, but the congruence between 
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evidence and theory is the vital issue and in the process 

alternative theories are being tested and discarded. (p. 379) 

  

Time series analysis traces changes over time and relates these changes to 

previously enunciated theoretical propositions. The essential logic involves a 

specified event or trend specified before the onset of the investigation (i.e. the 

researchers perceived and literature determined roles, skills, competencies of 

SSMs), versus some rival specified trend or outcome (those notions 

perceived by SSMs) that are traced with precision over the time of the 

investigation. The key words here are ‘precision’ and ‘over time’. The 

researcher has chosen not to do an extensive time series analysis due to the 

nature of data collection. Therefore, pattern matching and to a lesser degree 

explanation building are the two predominate modes of data analysis that are 

drawn upon in this case study.      

 

In case study research, like ethnographic research, any information collected 

should be organised in a way to be conducive for analysis. During this 

process, dominate concepts, themes, and issues are noted and categorized. 

These categories becoming the codes with which the transcripts will be 

interpreted and meanings developed (i.e., form the basis for sense making, 

pattern matching, explanation building and time series analysis). This coding 

approach is based on Miles and Huberman (1984). It involves a number of 

analytical techniques: 

• Putting information into different arrays. 
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• Making a matrix of categories and placing the evidence within such 

categories. 

• Creating data displays for examining data. 

• Tabulating the frequency of different events. 

• Examining the complexity of such tabulations and relationships by 

calculating second order numbers such as means and variances. 

• Putting information in chronological order or using some other temporal 

scheme. (Yin, 1984)  

 

Another plausible and similar method for analysing data is that of using the 

‘constant comparative model’ devised by Glaser and Strauss (1967). It is a 

research design whereby categories of data are derived by constant 

comparing one incident or unit of information with another (Meriaam, 1998). It 

is an important way of controlling the scope of data collecting and making 

multiple-site studies theoretically relevant (Bogdan and Biklen, 1992). 

  

A critical element in case study analysis is to understand the roles of the 

researcher. The researcher must be careful not to shift the theoretical 

concerns or objectives. If these, rather than the cases themselves are 

changed, the researcher can correctly be accused of exercising a bias in 

conducting and interpreting findings.  

 

 

 

Yin (1994) states: 
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..many people are drawn to the case study because they believe 

it is an easy method. Their perception is that they need only to 

learn a minimal set of technical procedures and that any 

deficiency in analytical skills will be irrelevant and that a case 

study will allow them simply to ‘tell it like it is’. No perception can 

be further from the truth. (p. 61) 

 

The demands of a case study on a person’s intellect, ego and emotions 

are far greater than those of any other research strategies. This is 

because the data collection procedures are not routine. There are 

continuous interactions between the theoretical issues being studied 

and the data being collected.  Qualities of a case study investigator 

include; asking good questions, being a good listener, being adaptive 

and flexible, possess a firm grasp of the issues being studied, and 

remaining unbiased by preconceived notions (Yin, 1984).  

 

Construct validity can be especially problematic in case study research. 

It has been a source of criticism because of potential investigator 

subjectivity. Yin (1994) proposed three remedies to counteract this; 

using multiple sources of evidence, establishing a chain of evidence, 

and having a draft case report reviewed by key informants. Internal 

validity is a concern only in explanatory cases. This is usually a problem 

of “inferences” in case studies, and can be dealt with using pattern-

matching, which has been described above. External validity deals with 
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knowing whether the results are generalised beyond the immediate 

case. Some of the criticism is directed at the statistical and not the 

analytical generalization that is the basis of case studies.  Reliability is 

achieved in many ways in a case study. One of the most important 

methods is the development of the case study protocol which is 

represented by the justification for the research methodology, and the 

research design outlined in this case study. 

 

 4.4 Concluding statement 

 

 Given the interpretive stance adopted in this research and the nature of 

the research questions it is believed that the case study approach is the 

appropriate research strategy. The same research questions could have 

been approached using surveys designed to examine the current profile 

of the SSM. However, this might not revealed in detail the unique 

experiences of SSMs and the layers of factors influencing their roles, 

skills and competencies. The case study method was chosen because 

of its advantages in creating novel and profound insights and its focus 

on exploring the depth of SSM’s work experiences to gain a full 

understanding of their perceived roles and how the meanings of their 

roles have been influenced by what, where and how they have 

experienced in their employment position.    
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CHAPTER 5 

DATA COLLECTION AND ANALYSIS 

 

5.1  Access and Procedural Issues 

 

5.1.1  Introduction  

 

Approval for this research study was sought from interested parties and  

organisations. These were; 

 

1.  The Secondary Sports Masters (i.e., SSMs) in Education Queensland, 

Gold Coast South Coast Region, were addressed by the researcher to 

determine the interest and support for this study.  The group provided 

verbal support on an informal basis.   

2.  The Human Research Ethics Committee, Griffith University. 

3.  Education Queensland, Performance and Measurement Unit. 

4. Research setting schools Principals and participants from schools 

selected as research settings. 

 

Approval was sought from authorities in relation to 2,3,4, above. Example 

letters pertaining to the approval process are available (see Appendix 1). 
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5.1.2 Gaining entry 

 

Glaser and Strauss (1967) indicate that researchers should consider three 

issues in regard to gaining entry to a setting in order to observe and record 

data 

 

• Determination of suitability of the site to meet the substantive 

requirements of the purpose of the inquiry. 

• Examination of some of the 'presenting properties' of the situation, such 

as its size and complexity. 

• Selection of information about the situation to prepare for negotiation of 

entry. 

 

The appropriate methods of gaining entry include the knowledge of whom to 

approach and how. In this case study, this knowledge is based upon prior 

information about the participants through addressing many of this group at a 

Regional Sports meeting, prior information about the schools and an 

understanding of the SSM's roles within the schools.  

 

Initial entry into the research settings was gained through teaching 

colleagues. This approach is not considered unusual amongst field 

researchers. It is not unusual for outside researchers to gain access to 

settings or persons through contacts they have already established, (Lofland 

and Lofland, 1984). The researcher views his relationship with these 

colleagues as being crucial. Through them the researcher will be able to 
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observe and record phenomena that the 'outsider' may not have been given 

access to.  

 

5.1.3   Gatekeepers 

 

The Principals of schools designated in research settings are considered to 

be the ‘gatekeepers’, Following Education Queensland approval for the 

research study, additional permission and co-operation from the prospective 

‘gatekeepers’ of target schools was sought after providing them with a 

detailed written presentation of the research design, rationale, and 

significance, [see Appendix: Principal’s letter].  

 

It is acknowledged that the ‘gatekeepers’ will generally be concerned with the 

portrayal of their school and the practical interests of seeing themselves and 

their colleagues portrayed in a favorable light (Hammersley and 

Aitkinson,1983). 

 

Given that the research problems and issues may change through 'constant 

comparison theory’ (Glaser and Strauss, 1967), the demands made of the 

research participants, and the implications of such, were speculative. It is the 

nature of this research to identify potential problematical situations and 

therefore, the researcher did not wish to prescribe a definition of what he was 

may to find. It was the intention to safeguard both the gatekeepers and the 

research participants' concerns by providing a detailed research agreement, 
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dealing with the confidentiality, access to information, and a formal code of 

research conduct.  

 

5.1.4  Research settings      

 

The settings to be used in this research are secondary schools in Gold Coast 

District South and North Regions. Only schools that provided approval from 

the SSM (as participants) and their respective Principals (as gatekeepers) 

were considered. Schools that participate in the study and form research 

settings were given coded information to protect their identity and the identity 

of the participants.  

 

The purposive sampling method of selecting cases was used to understand 

the perceived and identified roles, skills and competencies of SSMs. In this 

process it was considered the gender of the SSM; the level of SSM 

experience; the size of the school; the type of the school were variables that 

were most important in choosing research settings and participants (Merriam, 

1988), (Hubermann, 1993). Secondary considerations relate to personal 

information such as marital and parental status were considered, as it is 

believed by the researcher through his own experiences that these factors 

may have bearing on the fulfilling the roles requirements of a SSM. 
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The schools selected were: 

 

• A State High School with a student population in access of 1500. This 

school is represented by two male SSMs who share the roles of facilitating 

school sport. 

• A  State High School with a student population less than 1000. This 

school is represented by one female SSM. 

• A Private Secondary College with primary and secondary students. The 

secondary student population is less than 1000. The school competes in a 

combined State and Private School competition. This school is represented 

by one male SSM. 

 

The selection process of both the research settings and the research 

participants was important for the purpose of acquiring a cross sectional 

spread that would assist theory building procedures and validating the 

findings of this case study. 

 

5.1.5 Research sample 

 

The relationship between the researcher and those being studied involves 

and exchange of information that constitutes the core of case study fieldwork. 

According to Tremblay (cited in Edwards, 1990), the researcher chooses their 

participants strategically, considering both the structure and content of the 

research. To be beneficial to the research, participants selected must be 
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relevant in terms of the researcher's stated theories, hypotheses, or initial 

‘hunches’.  

 

 Werner and Schoeple (1984) state that as long as the theoretical 

assumptions concerning the participants are valid, so too will be the 

representative sample. Hitchcock and Hughes (1993) speak about two 

connected themes of research participant choice i.e., their ability to generate 

reliability and response validity.  Glaser and Strauss (1967) believe that the 

selected participants should generate as many categories as possible and be 

able to relate categories to each other. Kreuger (1988) claims focus groups 

normally comprise seven to ten people, although mini-focus groups of four to 

six participants are becoming increasingly common. According to Coles 

(1995), a large group of participants may produce an exorbitantly large 

volume of data whereas working with a smaller group may not offer a broad 

enough set of set of experiences and perceptions.   

 

 Merriam (1998) stipulates that the size of the sample within the case study is 

determined by a number of factors relevant to the study’s purpose. In case 

studies the sample selection occurs first at the case level, followed by sample 

selection within the case. This case study comprised a small group of SSMs 

numbering four from three selected secondary schools in the Gold Coast  

region. The selection of participants was based on school size, type of 

school, gender of participants, SSM experiences, prior association with 

research participants, and confirmation of acceptance as a research 

participant.  
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5.1.6 Anonymity and the research agreement 

 

All research concerning the participants should be one of based on mutual 

trust. As suggested by Edwards (1990): 

 

….having been assured of confidentiality, the participants generally 

felt freer to talk about their work and their working environment. (p. 

54) 

 

As such, a procedure to protect the privacy of all participants will be in place 

prior to the study commencing (Werner and Schoeple, 1987). Maintaining 

anonymity will be a constant consideration throughout the entire research 

process, rather only in the final write up. Participants' names and 

demographic locations will be subject to pseudonyms. These pseudonyms 

will be treated as confidential and remain in the researchers possession. 

 

In a further attempt to build trust a research agreement between all 

participants and the researcher was drawn up. Following Kirk (1986) and 

Edwards (1990) this agreement will comprised two elements. The first section 

will deal with issues relating to confidentiality, access to information, and 

negotiation of the recorded accounts. The second section will outline the 

benefits of the study for SSMs and the value of their contributions. 
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Participants were informed that interviews, which will be audio taped and 

verbatim transcribed by myself, will not only be confidential but clearance and 

confirmation sought from them before using the data in the research study. A 

release form was introduced.  The rationale for such a research agreement 

as that outlined above is based on ethical consideration for participants who 

have granted intrusion into their world and access to their lives, minds and 

emotions (Edwards, 1990).           

 

5.1.7 Researcher subjectivity and trustworthiness 

 

To interpret the study, readers need to know that the researcher is a former 

Head of Department in Health and Physical Education at a Gold Coast High 

School and a SSM. During this time the researcher has developed an 

association with some of the proposed research participants. He has also 

developed a distinct perspective concerning the roles of SSMs in schools. 

 

To limit the affect previous personal experiences have on the study, several 

procedures were be undertaken to ensure this study has what is referred to 

as ‘confirmability’. That is, the degree to which the findings are the product of 

the focus of inquiry and not of the biases of the researcher (Guba and 

Lincoln, 1989). This is achieved by triangulation, i.e., the use of multiple data 

collection methods which contribute to the trustworthiness of the data and the 

believability of the findings (Glesne and Peshkin, 1992). 
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5.2 Data collection 

 

It will be impossible to present what the researcher hears, reads, and 

observes free from personal interpretation. Hammersley and Atkinson (1983) 

have suggested that rather than engage in futile attempts to eliminate 

researcher bias, efforts should be made to understand elements of potential 

bias. As such the use of a personal diary to document researcher 

experiences and feelings whilst undertaking this study will be utilized to 

identify where researcher experiences may affect the generation of data and 

conclusions. However, the value of the researcher’s ‘voice' (i.e., 

autoethnography) in this study is acknowledged as an accepted source of 

information. 

    

5.2.1 Observation 

 

 Because of the researcher’s experiences the roles of that of an 

'involved observer' was adopted. This term suggests involvement in the 

research study as a 'participant', but only in fostering the relationships 

between other participants and the researcher, listening sympathetically 

to their accounts accurately (Edwards, 1990; Kirk, 1990). As suggested 

by Werner and Schoeple (1987) the fact that the interviewer elicits 

responses from participants does not mean that the interviewer is 

dominant. The researcher was an ‘involved observer’ in that he was 

both a relief and contract teacher at one of the schools where the 

research participants were SSMs.  
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5.2.2 Document analysis 

 

The data found in documents can be used in the same manner as data 

from interviews or observations. The data can furnish descriptive 

information, verify emerging hypotheses, advance new categories, and 

hypotheses, offer historical understanding, track change and 

development and so on (Meriaam, 1988).  Glaser and Strauss (1967) 

point to the usefulness of documents for theory building which is a 

process that ‘begs’ for comparative analysis. 

 

In this research documents relating to the roles of SSM in schools that are 

produced by the School, Education Queensland, or SSMs themselves were 

used as sources of data collection. The documents were used in a similar 

process to observation, as a means of sensitising the researcher to the 

situation and for further validating the study through triangulation of different 

data collection methods. These documents included: 

 

• School Sports Policy and Procedures handbooks [primary]. 

• Samples of communication of sport information, e.g., sports notices, 

parent handouts, student handouts, teacher handouts, school daily notices 

[primary].  

• SSM’s Roles description (Education Queensland) [primary]. 

• School Development Plans [secondary]. 

• School web sites [secondary]. 

• DOEM (Department of Education Manual) [secondary]. 
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• Minutes of meetings [secondary]. 

 

These documents were both primary and secondary documents as listed. 

They were used to support or refute the main source of data collection, the 

interview. The document analysis involved the same process as the interview 

analysis, i.e. open, axial and selective coding the content of the above 

documents. The initial coding of the categories included factors related to; a] 

roles, b] skills, c] competencies, d] issues influencing roles. These areas 

correlate with areas used in the interview analysis.  

 

5.2.3 Interview 

 

The qualitative method of interviewing was used as a principle method of data 

collection for qualitative research. According to Seidman (1991) interviewing 

covers a broad range of practices.  

 Bogden and Biklen (1992) state: 

 

The interview is used to gather descriptive data in the subject's own 

words so that the researcher can develop insights on how subjects 

interpret some piece of the world. (p.96) 

 

Similarly, Kvale (1996) states: 

 

Interviews are particularly suited for studying people’s 

understanding of the meanings in their lived world, describing 
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their experiences and understanding, and clarifying and 

elaborating their own perspective on their lived world. (p.105) 

 

Adding interview data to recorded observations further improves the validity 

of findings, a point clearly established by Kaplan (1974). These interviews will 

allow the SSMs to describe their perceptions, interpretations, and feelings 

about their roles. At the root of in-depth interviewing is an interest in deep 

understanding of the experience (emic) of the participants and the meaning 

they make of that experience (Seidman, 1998). 

 

Interviews may be presented as structured, semi-structured, unstructured, 

non- directive or focused, with each of these forms varying in both their pre-

designated direction and limit of diversions from their intended purpose. For 

the purposes of this research study the semi-structure interview was adopted.  

 

The semi-structured interview is defined as:  

 

…..an interview whose purpose is to obtain descriptions of the 

life world of the interviewee with respect to interpreting the 

meaning of the described phenomena.  (Kvale, 1996, p. 6) 

 

In this research study, the semi-structured interview consisted of both 

closed and many open-ended questions (See Appendix: Interview 

Guide). Bogdan and Bilken (1992) advocate that by using the semi-

structured interview, comparable data will be received across 
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participants but one loses the opportunity to understand how the 

participants themselves structure the topic. In light of this view that 

debates exist in the research community, Bogdan and Bilken (1992) 

recommend researchers choose an interview type based on the 

research goal so that the interview produces rich data filled with words 

that reveal the respondents’ perspectives.  

 

In two out of the three research settings individual interviews were 

conducted. The third research setting involved the interviewing of two 

SSMs at the one session in the form of a focus group interview. Unlike 

the individual interviews, which are intended to obtain depth and detail 

from participants, the focus group interview is to let people spark off one 

another, suggesting dimensions and nuances of the original problem 

that any one individual might not have thought of. Sometimes, a totally 

different understanding of a problem emerges from the group discussion 

(Rubin and Rubin, 1995). 

 

In this research study the interview guide was used as a means of ‘driving’ 

the discussions however the perceived advantage of this type of interview 

was that it encouraged interaction not only between the researcher and the 

participants, but also between the participants themselves. The group format 

offers support for the individual participants and encourages openness of 

their responses. Vaughn, Schumm and Sinagub (1996); Merton, Fiske and 

Kendall (1990) viewed the negative aspects of focus group interviews to be 
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the inhibitation of participants to put forward their individual opinions and the 

dominance of a group member.  

 

The key to getting good data from interviewing is to ask good questions 

(Meriaam, 1988). Working from an interview guide allows the researcher to 

gain experience and confidence needed to conduct open-ended questions. In 

preparing a list of questions for the interview guide serves two purposes: 

 

• It is a means of translating the research objectives into specific and 

perhaps even measurable language. 

• It is a way of motivating participants to share their knowledge of 

phenomena under study (Denzin, 1970). 

 

A person’s knowledge of a topic can range from fact to opinion. Patton (1980) 

lists six kinds of questions that can be used to get types of information from 

research participants; 

 

1. Experience / behavior questions. These questions aim at eliciting 

descriptions of experiences, behaviors, actions, and activities that would 

have been observable had the observer been present. 

2. Opinion / value questions. These elicit what people think about a specific 

program, i.e., goals, intentions, desires, and values. 

3. Feelings questions. These are aimed at emotional responses in relation to 

their experiences and thoughts. 

4. Knowledge questions. 
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5. Sensory questions. These determine what sensory stimuli, i.e., sight, 

sound, touch, taste, or smell respondents are sensitive to. 

6. Background / demographic questions. These relate the respondent in 

relation to others, i.e., age, education, race, residence etc. 

 

Questions devised for the interview guide in this research study can be 

categorised into the areas, 1, 2, 3, 4, and 6 above. The questions are both 

closed and open ended. The interview guide questions have been put into six 

theoretical areas. The basis upon which the researcher has devised these 

areas is the research question; theoretical prepositions resulting from the 

literature review, and the experiences of the researcher. The areas are:  

 

A. Roles of Sport 

B. SSM working history, training, and preparation 

C. Competencies, skills and traits of the SSM 

D. SSM roles evaluation  

E. SSM attitudes 

F. SSM wish list 

 

The roles of the researcher are important in the interview process. Kvale 

(1996) states: 

 

An interview is a conversation that has structure and purpose. It goes 

beyond the spontaneous exchange of views as in everyday 

conversation, and becomes a careful questioning and listening 
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approach with the purpose of obtaining thoroughly tested knowledge. 

The research is not a conversation between equal partners, because 

the researcher defines and controls the situation. (p.6) 

 

Clearly, the researcher's role is to elicit from the interviewee’s rich detailed 

materials about the experience of a particular topic or situation. Therefore as 

Kvale (1996) proposes active listening is a vital skill. It requires concentration 

and focus beyond what is done in everyday life. It requires that, for a good 

part of the time, it is necessary to quash our normal instinct to talk. At the 

same time, the researcher must be ready to say something when a 

navigational nudge is needed.  

 

Inherent to the success of the interview is the relationship of the researcher to 

the Interviewee.  Silverman cites Burgess (1982) as a reason for this claim; it 

(interview) is based on a sustained relationship between the informant and 

the researcher (p.109). In the case of this research study this is relevant 

because of the pre existing relationship of the researcher with some of the 

SSM, and through prior experiences as a SSM and school sport coach. 

 

All interviews in this research were audio taped and transcribed with the 

permission of the SSM. This assists in attending to the respondent's talk 

much easier than if notes had to be taken. Kirk (1986) indicates: 

 

Tape recording leaves the researcher free to concentrate his 

attention on the respondent's expressions, gesticulations, and so on, 
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which note taking might cause him to miss. These expressive aspects 

of speech are vital ingredients in understanding the meaning of what 

a teacher is saying. (p. 97)     

 

A micro-cassette tape was used for audio taping. Whilst the researcher 

acknowledges that this provided only a soundtrack of the setting, with 

nonverbal behavior not being captured, tape recording allows for a rapport to 

be maintained during the interview process. Merriam (1988) suggests that 

most researchers find that after some initial wariness, respondents tend to 

forget they are being taped, with many adopting an 'out of sight, out of mind' 

approach.  

 

As suggested by Becker (1970), the interview starts with questions at a high 

level of generality. For example; “What are your day to day tasks as a SSM? 

What problems do you associate with being a SSM? What kinds of things can 

make your work tough or unpleasant”?  Spradley (1979) describes these as 

‘grand tour’ questions. When rapport was established, the researcher moves 

to more specific and more complex 'mini tour' questions. With this came the 

need for the researcher to assume a 'skeptical' approach, and ask the 

interviewees to ground statements in the form of examples from their own 

experiences. 

 

Becker (1970), indicates that it is essential for the researcher to 'play dumb' 

and pretend not understand certain relationships and attitudes which are 

implicit in the description the SSM gives, but which he prefers not to state 
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openly. By continually moving the area of discussion to the level of concrete 

personal experience, and by 'playing dumb', researchers may be able to 

coerce many interviewees into being considerably more frank than they had 

intended.          

 

Full transcripts of the interviews were created and returned to interviewees for 

review, clarification, and any additional comments. The approach used to 

transcribe the interviews followed one of the procedures outlined by Weiss 

(1994), whereby, interview verbatim was transcribed as a set of materials to 

be mined. The reasons for this were: 

 

• Reluctance to take shortcuts in transcribing, in case important data 

was missed. 

• The intention to use direct quotations in reporting 

• The process of listening and re-listening to the interviews gave the 

researcher a deeper understanding of the participant’s perspective of 

his experiences and the associated meanings.   

 

5.2.4   Autoethnography 

 

One emergent ethnographic writing practice involves highly personalised 

accounts where the researcher draws on his/her own experiences to extend a 

particular discipline or culture. Such evocative writing practices have been 

labeled  ‘autoethnography’. It is a genre of writing and research that connects 
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the personal to the cultural, placing the self within the social context (Reed-

Danahay, 1997).  

 

It is usually written in the first person and feature dialogue, emotion, and self-

consciousness as relational and institutional stories affected by history, social 

structure and culture (Ellis and Bochner, 2000). Autoethnographers may vary 

in their emphasis on ‘graphy’ (i.e., the research process), ‘ethnos’ (i.e., 

culture), or ‘auto’ (i.e., self) (Reed-Danahay, 1997). Whatever the specific 

focus, authors use their own experiences in a culture reflexively manner or 

way to look more deeply at self-other interactions. In this research study the 

researcher is a former SSM and HOD [Head of Department] whose personal 

experiences as a SSM and combined with participant observation of other 

SSMs undertaking their roles, skills and competencies over a number of 

years provided a basis for:  

 

• Substantiating the need for this research study. 

• Using the researcher’s voice (autoethnography) as a research tool to 

refute or support the data collected from the research participants. 

 

By writing themselves into their own work as major characters, 

autoethnographers have challenged accepted views about silent authorship, 

where the researcher’s voice is not included in the presentation of findings 

(Charmaz and Mitchell, 1997 as cited in Holt, 2003). The use of 

autoethnography as the only data source has been questioned. (Holt, 2003). 
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The arguments for this being based around the fact that traditional criteria 

used to judge qualitative research in general may not be appropriate for  

autoethnography (Garrett and Hodkinson, 1999 as cited in Holt, 2003).  

 

 Holt’s (2003) account of the academic process he underwent to gain 

approval from academic reviewers for his autoethnographic research paper to 

be published in academic journals not only supports the claims by Garrett and 

Hodkinson but also, through the final acceptance of the research paper, 

serves to further validate autoethnography as an acceptable qualitative 

research tool.  

 

I tried to produce an account of a somewhat marginalized figure 

portraying the personal tensions I experienced integrating my 

pedagogical approach with the mandates of the university 

teaching program. The story seemed to develop into a discourse 

about the roles of teaching in a research university, and the 

placelessness of a new graduate student in this subculture. In 

addition to these personal concerns, I wrote about how my 

actions and behaviors may have influenced the students in my 

classes. I drew on a reflective framework, pursued a 

methodological tradition (autoethnography) and linked findings 

back to relevant pedagogical research. Although I thought I had 

compiled with the demands of rigorous science, three journal 

editors and their relevant disagreed before the manuscript was 

finally accepted at the fourth attempt. (p.6) 
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Holt (2003) believes reflexive techniques that examine the sensitivity of the 

researcher to the particular subculture under investigation may provide 

constructive approaches to validity in autoethnography.   

 

In a similar manner to Holt (2003), in this research study, the 

autoethnography will serve to link the researcher’s voice back to relevant 

pedagogical research and the findings of research participants.  This is 

achieved through a personal narrative. The choice of this method of data 

presentation can be validated by Richardson (2000) who describes five 

factors used when reviewing personal narrative papers that includes analysis 

of both evaluative and constructive validity techniques. The criteria are: 

 

1. Substantive contribution. Does the piece contribute to our understanding 

of social life? 

2. Aesthetic merit. Does this piece succeed aesthetically? Is the text 

artistically shaped, satisfying complex, and not boring? 

3. Reflexivity. How did the author come to write this text? How has the 

author’s subjectivity been both a producer and a product of this text? 

4. Impactfullness. Does this affect me emotionally and/or intellectually? Does 

it generate new questions or move me to action? 

5. Express a reality. Does this text embody a fleshed out sense of lived 

experience? 

 

According to Holt (2003) autoethnographic manuscripts might include 

‘dramatic recall, unusual phrasing, and strong metaphors to invite the reader 
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to ‘relive’ events with the author’ (p.12). The personal narrative of 

researcher’s voice in this research study reflects and supports the 

conclusions of autoethnography researchers.  

  

5.3 Data representation 

 

The data collected in this case study was represented in narrative form. 

Oliver (1998) summarises the positive use of narrative: 

 

It is through stories that we begin to understand human experience 

as lived, interpreted, and expressed, for the subject matter of the 

narrative is human action. (p.247) 

 

Van Maanan (1988) believes readers are drawn to this sense of uniqueness 

as they read narratives. The collection of features, the sequence of 

happenings, is felt to be different. The uniqueness is expected to be critical to 

the understanding of the particular case. Whilst maintaining its own individual 

and unique features, the collection of numerous and varied narrative 

experiences can provide the basis for understanding actions and 

interpretations through analogy. In addition to researcher interpretation of 

narratives readers are able to make their own interpretations of the case 

(Stake, 1995). 
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5.4 Data analysis procedures   

 

From the process of data collection evolves the process making sense of 

emic and etic representation of data. Using hermeneutics (Bleicher, 1980) as 

a philosophical basis for interpretation the researcher has adopted the 

following theoretical modes of analysis to obtain deep understanding of the 

roles, skills and competencies of SSM: 

 

• Pattern matching, explanation building (Yin, 1994). 

• Constant comparison theory (Glaser and Strauss, 1967). 

 

In order to analyse interview data the technique of open coding was applied 

(Polgar and Thomas, 1991). While there is an abundance of literature 

published on qualitative research (e.g., Burns, 1997; Glaser and Strauss, 

1967; Miles and Huberman, 1994; Sarantakos, 1998; Strauss, 1987; Strauss 

and Corbin, 1990), and researchers advocate different approaches to coding, 

they employ a number of common steps. Initially, the researcher should study 

his or her transcripts in order to have a close familiarity with the material. It is 

during this process that all the concepts, themes, and ideas are noted to form 

major categories.  For example, as the interviews in this research were 

concerned with establishing the roles, skills and competencies of SSMs and 

the issues that influence them, the initial coding of the categories included 

factors related to this, i.e., a] roles, b] skills, c] competencies, d] issues 

influencing roles. The coding of qualitative research in this fashion is 

important as it operates as a labelling, retrieval and organisational device. In 
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this context the coding system becomes a “conceptual model” (Burns, 1997, 

p. 341). 

 

Strauss and Corbin (1990) then recommended that axial coding be 

undertaken. This involves employing a set of procedures whereby data are 

put back together in new ways after open coding, by making a connection 

between categories. This results in a cumulative knowledge about 

relationships between that category and can subsequently lead to the 

development of sub-categories being created from the initial categories. The 

researcher therefore established files for each of the new sub-categories. 

From the first four open-codes, sub-codes were created. These sub-

categories were based upon management theory as determined by the 

literature review. For example the category of a] roles of SSM was put into 

sub categories using the theoretical framework of Chelladuria (1985, 1991), 

i.e., a1] planning, a2] leading, a3] organising, a4] evaluating.  This process 

further added to the conceptual model as proposed by Burns (1997). 

 

Upon further inquiry these initial categories was defined into sub-categories, 

and data sorted into these as deemed relevant. By adopting this particular 

approach, all information was available for category by category analysis, 

negating the need to sift through the master file to find relevant data. A further 

advantage of this approach is that data within categories can be compared by 

placing findings side by side. The ‘cut up and put in folders’ approach 

described by Bogdan and Biklen (1992) was adopted. With this system, a 

detailed analysis of a particular category or sub-category using all relevant 
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data was readily available and there was no need to sift through the running 

record to find the relevant data segments.  

 

Hammersley and Atkinson (1983) indicated that data organisation techniques 

play an important role in facilitating reflexivity - a core proponent of this 

research:  

 

They provide a crucial resource in assessing typicality of examples, 

checking construct-indicator linkages, searching for negative cases, 

triangulating across different data sources and stages of the 

fieldwork, and assessing the roles of the researcher in shaping the 

nature of the idea and findings. (p.173) 

 

Memos were used initially to categorise the data and then provide a 

framework for the comparison of data (Strauss, 1987). Thus, a memo was 

written on a file card that contained a number of references to the data and a 

conceptual category that this evidence suggested.  

 

As suggested by Edwards (1990), memos will be used to bring together ideas 

suggested by comparison of data. These memos contained references to 

particular data and suggested concepts. The constant re-reading and 

updating of these memos assisted in seeing connections and implications 

that were not obvious at first. 
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In respect to the comparison of data, details from transcripts were in the first 

instance allocated to a category. For example, the following question was put 

to participants in the interview process: “Do you believe you have to be a 

good manager of staff?” Paul stated: 

 

“We know how sport should be delivered and we don’t 

communicate this effectively it falls in a big mess.”  

 

When the same question was put to Mary, she stated: 

 

“You have to be a good listener and act upon their complaints or 

thoughts. You can’t just go ok and put it aside because they are 

telling you they have a problem or have done something good. 

Therefore, if you don’t communicate your enthusiasm or 

disappointment it breaks down.” 

 

When analysing this information a memo was attached indicating that the 

responses could be allocated to the initial category and sub category of a] 

Roles a2] Leading. However, when revisiting the data further clarification was 

possible. It was decided that the response given by both respondents 

provided examples that could be allocated to the sub-categories of 3] 

competencies and 4] issues. A memo indicating this was therefore attached 

to the file card of each transcript. Thus, by comparing the data within the 

initial category, and sub-dividing it further, a deeper understanding of the 

roles, skills, competencies, issues confronting the SSM started to emerge. 
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Finally, selective coding was then undertaken (Miles and Huberman, 1994). 

This is the process of selecting a core category and systematically relating it 

to the initial categories and sub-categories in order to validate the 

relationships that exist between them. This refinement process of linking the 

existing categories and sub-categories can therefore be geared towards 

generating precise themes that can form the structure for discussing the 

interview data, as is done in chapter six of this thesis.  

 

5.5 Quality control 

 

For the purpose of this study it is essential to apply validation techniques that 

will be both effective and appropriate, in time frame to be determined for this 

study. Yin (1998) recommends that researchers continually judge the quality 

of their case study design. Four tests that are commonly used are to assess if 

the study has construct validity, internal validity, external validity and 

reliability. Yin argues that these tests should be applied throughout the case 

study process; during design, data collection, data analysis and reporting. 

Following these recommendations will increase the quality of your case study 

tremendously, and overcome traditional criticisms of the weakness of case 

study research (Yin, 1998). Table 5.1 outlines tactics covering these four 

tests and also indicates the ways in which the research design and conduct 

for this case study responded to these recommendations. 

 

The four tests have been summarised in numerous social textbooks (Yin, 

1994). In this research study construct validity is achieved by establishing 
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correct operation measures for the research question being studied and a 

basis for subjective judgments that are used to collect the data. Internal 

validity deals with the question of how well the findings match reality. In this 

case study it is research participant’s notions on their roles, skills and 

competencies as identified through modes of analysis and triangulation. In 

external validation the researcher attempts to generalize findings to a broader 

theory. This theory is tested by replication between the different research 

settings (multi-sites) under this study. Reliability is achieved through 

repeating the data collection procedures with the same results, i.e., an ‘audit 

trail’ (Guba and Lincoln, 1981).     

 

Also incorporated in the process of quality control is that of triangulation 

which strengthens reliability as well as internal validity (Meriaam, 1998). The 

researcher has adopted methods of ‘account' and 'methodological' 

triangulation wherever possible (George, 1987). The 'account' method of 

triangulation involved the researcher continuously reformulating interview 

questions and comments in an attempt to confirm or disprove the validity, or 

'truth' of the SSM's accounts. ‘Methodological’ triangulation involved 

comparing the data collected during interviews with data collected through 

other methods, i.e., observations or document analysis.  
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TABLE 5.1 Case Study Tactics and Responses (Adapted from source: 
Yin, 1998) 
 

TESTS 

 

Case Study Tactic 

 

Research Phase in 

which tactic occurs 

 

Action taken in this research 

 Use of multiple 

sources of evidence 

Data collection Use of interviews, documentary 

evidence and observation 

 

CONSTRUCT 
VALIDITY 

Establish chain of 

Evidence 

Data Collection Interview data both taped and 

transcribed in real time;  

 Have research 

participants review 

draft case study 

report 

Composition Case data report reviewed by 

research participants and clearance 

approval sought 

 Do pattern 

matching# 

Data Analysis Patterns identified across cases 

 

INTERNAL 

VALIDITY 

Do explanation 

building# 

Data Analysis Some causal links identified 

 Do time series 

analysis 

Data Analysis Not performed 

 Do logic models Data analysis Not performed requires time series 

data 

 
EXTERNAL 

VALIDITY 

Use rival theories 

within single cases 

Research design Not used because of lack of 

existing theory  

 Use replication logic 

in multiple cases 

Research design Multiple cases investigated under 

replication logic 

 

 
RELIABILITY 

 

Use case study 

protocol 

Data collection Same data collection procedure 

followed for each case; consistent 

set of initial question use in each 

interview  

 Develop case study 

data base 

Data collection Interview transcripts and links to 

document analysis and 

observations 

 

# Similarly, use of ‘constant comparison theory’ procedures (Glaser & 

Strauss, 1967).  
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5.6 Concluding statement 

 

This research study was to investigate the roles, skills, and competencies of 

SSMs. To achieve this a case study approach was favored. Qualitative data 

collection methods were employed: interviews, participant observation, and 

document analysis. Interviewing was used as the primary method of data 

collection, with all interviews being recorded on a micro-cassette recorder 

with interviewees' permission. Representation of the data is in the form of 

narratives.    

 

Data analysis can not be seen to be distinct or divorced from data collection. 

There is a constant form of liaison between the fieldwork and the analysis, 

which is an interactive process, dictates the collection or sampling of data. As 

such, data will be analyzed using hermeutics philosophy, and engaging data 

analysis modes of pattern matching and explanation building (Yin, 1994), as 

well as 'constant comparison' theory. The later method, originally offered by 

Glaser and Strauss (1967), and recommended by Lecompte and Goetz 

(1981), combines inductive coding with simultaneous comparison of all social 

incidents observed. As these incidents are recorded, they are compared 

across categories. It is from this comparison of data that certain themes, 

categories, and characteristics will be identified. This allowed the researcher 

to discover relationships, and formulate generalisations through 

interpretation. The end of this ‘chain of processes’ being to build theoretical 

propositions which provide answers to the research questions and establish 

implications as a field of knowledge. Chapter 6 addresses this task. 
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CHAPTER 6 

RESULTS AND DISCUSSION: SCHOOL SPORT 

MANAGEMENT COMPLEXITIES AND IDENTIFYING THE 

ISSUES 

 

This study was designed to answer the following research questions: 

 

1. What are the personal and professional profiles of School Sport Managers 

(SSMs)? 

2. What are the managerial roles, skills, and competencies needed of 

SSMs? 

3. What are the specific issues that influence the roles, skills and 

competencies of SSMs? 

4. What are the professional development needs of SSMs? 

 

To answer these questions, research participants were interviewed using an 

interview guide. Involved observation, document analysis, the researcher’s 

voice, and the literature review were used to triangulate the data collected by 

the interviews. Through the application of the data analysis processes of 

pattern matching, explanation building (Yin, 1994) and the ‘constant 

comparison theory’ (Glaser and Strauss, 1967) the findings of respective 

interviews (multicase study approach) were coded, categorised and 

discussed to generate conclusions and recommendation in relation to the 

research questions. This approach was employed to achieve validity and 

reliability processes. 
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For the purpose of data presentation and analysis, the findings have been 

logically organised into the following sections:   

 

• 6.1   Autoethnography (Researcher’s Voice) 

• 6.2  Personal and Professional Profile of Research Participants 

• 6.3  Roles, Skills and Competencies of Research Participants  

• 6.4 Specific School Sport Issues that influence the SSM’s position      

[includes the roles of school sport] 

• 6.5  Professional Development Needs of SSMs  

 

Each section draws upon all methods of data collection for analysis. The 

literature review is used to support or refute the findings through discussion. 

 

6.1 Autoethnography  

 

‘A day in the life of a SSM – A trip down memory lane’ 

 

Today should be like any other working day but it is not. It is not the sound of 

my children playing that awakens me. It is the thoughts of; have I forgotten 

anything? What if ? A small voice of fear builds within me. No! Stop worrying, 

you have ticks against all of your checklists.  

 

I arise looking to the outside sky. Is that dark clouds I see in the distance? But 

I thought they said it wasn’t going to rain. I hope plan B doesn’t have to swing 
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into action. Hurriedly, I finish breakfast, kiss the wife and children goodbye 

and off I go.  

 

“Sorry Ben, stop wagging your tail. No time for a walk today. You should 

know by now it’s that day!” 

 

One good thing there is little traffic this time of the morning. Oh no, was that a 

speed camera? Concentrate on the road. 

 

Good, no one here yet but why should there be at this time. Let’s do it! Ice 

packs first, then first aid kits, and mobiles for teachers replacing those 

teachers absent. Second, travel destination information cards for buses. Still I 

think bus no. 2 may be a problem. By the time they drop the soccer and 

hockey teams off at Sports Park, the netball junior team may be pushing it to 

get to the venue for the start of the game. This bus should depart first. I will 

ring the teachers concerned and explain the situation, asking them if they can 

be prompt when the sport bell goes. 

 

Is that the staff room telephone? It’s started!  Oh good, it is the administration. 

Two teachers on sport have phoned in sick and only one relief teacher 

available. What to do? I will have to think about this one? That is a knock at 

the door.  

 

“Yes, how can I help you? I see you three girls are in the volleyball no. 2 team 

and you have forgotten your bus money. What is the procedure for this? 
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That’s right. Register with Mr Jacobs in Administration and bring me back the 

bus payment acceptance slip back to me. Thank you.” 

 

Look at all the students beginning to gather at the sports notice board. I thank 

the P. & C. Association (Parents and Citizens Association) for the new sports 

notice board that resulted from joint fund raising. The persistent 

communication with students at school assembly has paid off. I can see they 

are beginning to follow the system put in place to inform them of each week’s 

venues and bus departure details. 

 

That’s the door again. These knocks are beginning to get more frequent. Just 

wait for the onslaught at recess. Oh good, it is the relief teacher.  

 

“Thank you for helping today. Have you had any experience or training in 

touch football? We are required to provide a referee. No, you haven’t. Don’t 

worry I will organise a qualified senior student to referee. Here is a copy of 

our Sport’s Folder. In it you will find your roll, both rules of the competition 

and game, equipment inventory, DOEM, the Department of education 

Manual,  that explains health and safety requirements, an accident report 

form, warm up and warm down exercises, and game report forms. Can you fill 

out the game report form and place it with the roll in the sport tray in the 

teachers’ staff room when you return. Your equipment, first aid kit and ice can 

be collected at the sports room at recess. I hope you enjoy your afternoon. 

Thank you for your support.”   
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Is that the bell already? Oh no! I still have to find a replacement for Mr Jones 

for his soccer ‘A’ team. I know I will go and start my mathematics class and 

then I work out how I can solve this situation. What are they up to? I should 

be more prepared today for this class. That’s right they need to complete the 

handouts given to me by the HOD. It is so difficult when I am programmed on 

classes on this day especially. My mind is not on teaching but on meeting the 

responsibility I have to ensure all things planned and not planned run 

smoothly. I am professionally accountable to all the students and nearly all 

teachers in ensuring things run smoothly. Facilitating the delivery of sport for 

1000 students and mobilising 80 staff by oneself is not an easy role. I wish 

there were more time allocated for this position. That’s it! I will ask Mr 

Andrews, who is timetabled to have his spares during sport this semester if 

he could do me a favour and take Mr Jones’s team today. He plays soccer on 

weekends. I’ll ring him. 

 

“You will. That’s good. Thank you, and as I said I will look at trying to allocate 

you to beach volleyball for recreational sport next semester. Can you see me 

at recess and I will give you all you need for today.”  

 

“Is that rain?”  

 

“Yes Sir, they said storms were on the way. We had a torrential downpour at 

our home last night.”  

 

“Don't you live near Maxwell Park?”  
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“Yes Sir, it goes under water consistently.” 

 

 A phone call to the Council is needed. Luckily there is an outside line in this 

classroom.  

 

“No, the fields are ok.  That is great!” 

 

That’s the sports bell! Yes I am ready, clipboard in hand and mobile clipped in 

place. Here they come.  

 

“Yes, bus 3, bus 2, bus 7.”  

“Thanks Sir.”  

 

No matter how well you are planned some forget to do what is required.  

 

 “Good luck, students! Enjoy your game.”  

 

“Yes, Mr Doherty, bus 6.  Yes they are waiting for you. Is that right? You have 

won four out of five games? Excellent your coaching efforts are paying off. 

Your enthusiastic students are singing your praises. They said you should be 

in line for the Coach of the Year Award at this year’s Sports Dinner. The 

coaching seminar organised at the beginning of the year obviously has been 

worthwhile attending then.  One of your players said to me yesterday she has 

now joined a local club team and is playing in the weekend competition. She 
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enjoys playing in the new team as she has made new friends and she says 

she feels healthier. Her parents are also getting involved in the club as 

administration helpers.    Good luck today Mr Doherty!” 

 

Amazingly, the last bus has left and no initial problems. Is that my heart rate 

that has dropped? What is on the support schedule today? That’s right, 

volleyball and netball are where I am off to today. I know the students and 

teachers like to get support. I will remind the Deputy Principal it is his rostered 

turn to come with me to ‘fly the flag’ of support. However I need to be back 

before the first bus returns. I had better inform the girls in the office where we 

are going and that my mobile is with me. Mobiles are a great invention. Many 

a time I have been needed to solve problems and make decisions as they 

occur during the course of the afternoon. Without the mobile this is not 

possible. 

 

Here comes the last bus home. Look at those tired but smiling faces. 

 

 “A win, that is good. A loss, oh well, but you had fun together? Your 

improving did you say? That is rewarding, well done! “ 

 

Now I know why I take on the challenge of this job. However, sometimes I 

wish I knew more about what the roles of this job entailed when they asked 

me to do the job. I know that have had experience in coaching and managing 

sports teams, and I am a Physical Education teacher. However, sometimes 
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that saying holds so true, ‘the blind leading the blind’. I am certainly learning 

from my mistakes. 

 

Oh well, another sports day draws to an end. No, ‘who am I kidding’? I have 

still to do the dreaded absentees list, compile the sports reports for tomorrows 

school parade, ensure all gear is put away, and all facilities are locked up. 

And that’s right I have to put the final touches on the planning for next 

month’s athletics carnival and prepare correspondence for Friday’s District 

Sports Meeting. I had better ring the wife and tell her I will be late again. 

Tomorrow, I will do something special with the kids after school finishes. Oh, I 

forgot, I must start to get ready for next week’s competition.    

     

(Source: Researcher’s voice. The researcher is a former SSM and Head 

of Department. The names above are fictious. The family is not.) 

 

The autoethnographic approach using a narrative method of data 

presentation above is a compiled account from the researcher’s own personal 

experiences as a former SSM. The purpose of this research tool was not only 

to validate the need for this study and research findings but to generate rich 

qualitative descriptions that show how the roles, skills and competencies of a 

SSM are interwoven in the discourse of a school sports day. Such 

descriptions serve also to provide the reader with meaningful insight into the 

external and internal influences that shape the SSMs’ roles, skills and 

competencies, e.g., stress.  This narrative describing the researcher’s typical 

school sport day serves to validate the findings of the research participants 
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that are found through other research tools, i.e., document analysis, 

participant observation, interview. The researcher’s experience reflects the 

response of the research participants to the interview question, ‘How would 

you describe your typical school sports day’?  

 

“Mayhem!” (Peter and Paul)  “Chaos”! (Rick)  

 

Table 6.1 represents a data analysis of the researcher’s autoethnography. It 

identifies the roles, skills and competencies described by the researcher and 

how this is related to literature research. It also identifies some of the issues 

and influences that have bearing on the roles, skills, and competencies of the 

SSM. What has been identified is intended to support or refute the 

perceptions of the research participants in this case study. 

 

From Table 6.1 it is evident that in the course of school sport day there are a 

vast number of diversified roles, skills, and competencies required to fulfil the 

requirements of the SSM position. There is a recurring need for problem 

solving and decision making competencies to be executed in response to non 

routine situations as they arise. Initial planning and organising roles assist the 

SSM in being able to make these informed, rationale decisions, e.g., ability to 

execute wet weather program should the decision need to be made. It is also 

evident that the responsibility and nature of the SSM position propagates 

stress.  
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Table 6.1: An Analysis of Researcher’s Autoethnography (source: Milne, 
2005) 
 
Roles, skills, 
competencies* 

Literature review 
references* 

Issues and influences* 

Problem solving Boucher (1998) Stress 

Decision making Chelladurai (1985,1991) Time management 

Organising Mitzenberg (1975) Support 

Fundraising Parks & Zanger (1990) Time allocation 

Communicating Kelly (1991) Professional accountability 

Financial management Zeiger & Bowie (1983)  

Risk management Katz (1974)  

Managing people Fiedler & Celmers (1984)  

Negotiation Minter (1990)  

Motivating Bennis(in Loeb, 1994)  

Sport promotion Hershey & Blanchard (1982)  

Planning Bucher & Krotee (1998)  

Event management   

Facilitator   

Supporting   

Leader   

Delegating   

   

 

* NB: The roles, skills and competencies are represented in a manner in which they have been 

chronologically analysed from the autoethnography. The researchers have been identified from the 

literature review. They do not directly relate to the roles, skills and competencies identified. The issues 

and influences are as identified through analysis.   
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6.2 Personal and professional profiles of the research participants  

 

6.2.1 Research participant No. 1: Rick 

 

“Where purpose and business jointly steer the ship” 

 

“Having been a head of a sporting company employing a lot 

of people this (the roles of SSM compared to the roles of a 

CEO) is a lot harder there is no question about that.” (Rick, 

2003) 

 

Rick is Head of Sport at a private school, and a Physical Education and 

Business Education teacher. He is married with two primary school aged 

children. Rick hails from Tasmania and began his teaching career as a 

primary teacher who specialised in swimming teaching. In 1984 Rick moved 

to the Queensland. Unfortunately there was no teaching position available in 

Physical Education. As a consequence Rick pursued a new career in the 

Fitness industry. Through these experiences he was promoted to State 

Manager for Queensland and Northern Territory for a gym equipment 

supplier. Rick progressed from there to become a franchise business 

operator supplying Health clubs with gym equipment. His clients included the 

Australian Institute of Sport and universities. The roles expanded to fitness 

programming for elite athletes and teams. Rick gained valuable business 

skills encompassing conceptual, human, technical and technological areas. 

His business involved employing and directing staff.  
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In the year 2001, Rick was drawn back to the teaching profession. The lure 

being the inherent desire to ‘make a difference’. After a period of itinerant 

teaching including a term as a Head of Sport Rick was successful in gaining 

his current position of Head of Sport. Rick receives remuneration above his 

teaching income for the SSM position. He is a proficient coach in many 

sports. Athletics coaching and strength fitness coaching are highlighted.  

 

ANALYSIS 

 

Rick holds an impressive resume. He has a passion for the SSM roles that 

stems from his enthusiasm for sport, sports coaching and an intrinsic desire 

to see students gain self fulfilment through meaningful sports’ experiences. 

The managerial experiences while fifteen years in the fitness industry has 

provided Rick with insight in how to market the value of school sport to his 

students and how to be directional leader who knows the value of 

relationships as a building block to achieving planning objectives.  

 

 “What I have brought to the roles (SSM) has been a personal 

touch. I am skilled in getting students to do things, to get in and 

have a go. I have a fairly decent relationship with them at their 

level. Some would look upon me as a friend and not just a 

teacher. I think it is the passion of the person leading them that 

has a lot to do with it”. 
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Rick faces challenges head on. When he began his current roles in the year 

2003 he described it as a “baptism of fire” in that he had to go into full swing 

and organise a swimming carnival. The challenge became more daunting as 

the venue had been double booked. However, this did not sway him. His 

business background was very familiar with the need for problem solving and 

decision making skills that focused on organisational situations in event 

management. Rick’s personal approach to this situation and the roles of SSM 

in general is evident in his attributes that have been matured through work 

experiences, i.e. 

 

“I started my roles (SSM) by just having a spirit of having a 

crack at things. I am used to being busy and working under 

pressure. I am quite calm, positive and focused (referring to his 

leadership experiences)”.   

 

6.2.2 Research participant No. 2: Mary  

 

‘From conscription to majoring in boot camp to become an experienced 

campaigner.’ 

 

What attracted you to the roles of SSM? (Researcher’s interview 

question) 

 

“Not ‘you beauty’, I would like to do this. It was you are going to 

take these roles on. I guess I was selected because I was young 
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and new. I guess they thought I was capable in my 

organisational capabilities.” 

 

Mary is an experienced and highly regarded SSM and HOD (Head of 

Department).  Mary was a Physical Education teacher of 6 months when she 

was ‘handed the reigns’ of the vacant position of SSM in a Brisbane region 

State high school. Unfamiliar with her new roles Mary was raw but 

enthusiastic. 

 

“It became something that allowed me to become entrenched in 

the school and I wasn’t keen on getting a transfer so I figured it 

would be a good role to take on. It allowed me to do something 

extra for the school, running carnivals and taking teams away 

were part of the deal.” 

 

Seventeen years later she has used her humble enthusiastic beginnings to 

become a respected school leader. Learn by listening and doing was the 

ingredients that shaped her progress. The previous SSM was also her HOD 

and mentor during the early days of her roles as a SSM.  

 

Mary is married with two children. Her family is very much a sporting family. 

Her roles as a mother also doubles up to support her children as mum the 

manager or mum the coach or mum the administrator in different sports at 

different community sport representative levels. Not only a SSM but also the 

secretary for a Queensland Schools’ Sport and a long term convenor for 



 200 

South Coast District School Sport.  Mary did not receive any additional 

income for the SSM roles. 

 

ANALYSIS 

 

Mary stepped into the roles as a SSM with no previous experience. Raw but 

determined to fulfil the faith that the school had in her ability Mary built up the 

necessary skills and competencies through experiential learning over time 

while under the initial watchful eye and advice of her HOD mentor. The 

pressure fell on young but enthusiastic ‘shoulders’.  However, Mary met the 

challenges head on. 

 

“He (HOD mentor) showed me the ropes and then I took it on as 

my own job and then went from there. I knew what to do from 

helping and watching him.” 

 

6.2.3 Research participant No. 3: Peter and Research participant No. 4: 

Paul 

 

‘Tried and tested but steady as they go. Using teamwork to deliver the 

goods.’  

 

Peter and Paul are SSMs at a large student populated high school. They 

share the roles of planning, implementing and evaluating the school sport 

program.   
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Peter has been teaching Physical Education 12 years. Like many teachers of 

his era he began his teaching career in the Queensland country as part of his 

country area posting. Because the school had a small student population 

Peter found himself in charge of Physical Education and the school’s SSM.  

Responsibility was thrust upon him from the very beginning; however this did 

not faze him. 

 

“Being in this position (i.e., HOD and SSM) was good in terms of 

my current position as a SSM as it gave me the grounding. I still 

have to do (today) a lot of the same things. You learnt a lot from 

the experience. It was good training for me.” 

 

Peter has been the SSM at the current school for the last three years. He is a 

competent sportsman who has ‘tried’ his hand at most sports at competitive 

levels and coaches touch football at regional level. Peter acknowledges that 

his sporting background has helped him in his current SSM roles. 

 

“When you get involved in competition sport you see how that 

competition is ‘run’ and you can reproduce it at the school level. 

For example running a round robin or knockout competition.” 

 

Peter is married with three young children. What time he is not at school he 

tries to spend with them.  
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Similarly, Paul is married with two young children and spends his time with 

them as much as possible when not at school. Paul is a Physical Education 

teacher. He spent 6 years in a small country high school where he had the 

responsibility of being the unclassified HOD in Physical Education. Although 

not the school’s SSM, Paul was given the roles of organising the school cross 

country and athletics carnival. This gave him the necessary grounding in 

event management which is an important skill needed for his current roles as 

SSM. Paul’s sporting interests are diversified ranging from recreational 

pursuits of sailboarding, bike riding, running, to touch football. He has a 

passion for volleyball and has coached this sport at different representative 

levels. 

 

ANALYSIS 

 

Both Peter and Paul share a similar personal and professional profile. From 

finishing their tertiary studies both were launched into additional 

administrative positions above their teaching requirements. Their sporting 

backgrounds provided them with a starting point to fulfil their respective roles. 

Many of the SSM skills and competencies were slowly accumulated through 

the learning experiences provided in the small country high schools. Through 

this process both men became candidates for the current roles of SSMs they 

share in the large Gold Coast High School. They are not paid above their 

present teaching income for the SSM roles.  
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The emphasis is placed on sharing. Through researcher observation both 

men operate well together in sharing the roles of SSM. In particular, both men 

share managerial competencies of planning, communicating, problem solving 

and decision making. Their positive personal relationship with each other is 

seen to be an important ingredient in fulfilling these competencies. Paul 

states: 

 

“I enjoy working with Peter. It is good having the two of us 

working at the job. We often talk of how we would not know 

what it would be like to do it (the SSM roles) on our own. We 

support each other and bounce ideas off each other.”    

 

6.2.4 Conclusions 

 

The research participants share similar personal traits and, in the most, 

professional backgrounds. These are: 

 

• They are all Physical Education teachers. 

• They have a passion for sport and have extensive playing and coaching 

backgrounds 

• They were not formally trained for their SSM positions 

• Three of the four research participants, who are all employed in State 

High Schools, acquired their skills and competencies through ‘hands on’ 

experiences of trial and error. 
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• The same three of the four research participants were exposed to the 

SSM roles in the first year of their teaching career. 

• The other research participant had valuable business managerial 

experiences prior to been successful in acquiring the advertised SSM 

position. His position is in a private school. 

• Each research participant enjoys a challenge.  

• The three government high school SSMs received no paid remuneration 

for the SSM position as opposed to Rick who is the SSM in the private 

school. 

 

Evans (1990) supports these findings. The responsibilities of teachers in 

Queensland non government and government schools can vary. Competitive 

sport is usually more an integral part of the total schools curriculum in non- 

government schools. As such with enterprise bargaining agreements in some 

non-government schools, sports coaches and administrators are reimbursed 

for their coaching and administration contribution. 

 

This gives account for Rick being paid extra for his roles by the fact that it 

was an advertised position and he had already acquired different levels of 

management skills and competencies through involvement in sports 

businesses. This is compared to Peter, Paul and Mary who did not apply for 

the SSM positions. The research by Evans (1990) supports this process. He 

states the selection of SSMs has been a school based decision and that they 

are often a Physical Education specialist who in general was energetic and 

committed to the roles. Commitment and energy are considered to stem from 
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the passion of research participants’ for playing and coaching sport. Zeiger, 

Spaeth and Paton (1975) further describe this process of SSM selection as 

those individuals who have worked their way up the ranks as practitioners 

rather than ones whose training stemmed from knowledge, understanding 

and skills of administration theory.   

 

6.3 The roles, skills and competencies of the research participants  

 

The first consideration of the researcher in addressing this research question 

was to establish what the researcher participants understood to be their roles 

requirements as a SSM.  

 

Did you receive clear guidelines as to your roles as a SSM when you 

started? (Interview question) 

 

“No, but I had a very supportive HOD who had been a SSM 

before. He showed me the ropes and then, to take it on as my 

own job, and to go from there.”  (Mary) 

 

“No clearly defined roles to the point where we took on tasks like 

absenteeism, student movement tracking in sports ourselves.” 

(Peter) 

 

(With reference to a question relating to ‘what would you change 

with regards to your position as a SSM) “I would like the school 
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to have a job description and direction as to what we should be 

doing.” (Paul)  

 

(Referring to his roles description) “There was no existing 

documentation in the school. Helpful if there is a group of 

guidelines as to what the roles informed and a set of manuals to 

source the required information.” (Rick) 

 

Despite them having Education Queensland (2001) guidelines which outline 

the roles skills, competencies of the SSM the State high school SSMs, Peter, 

Paul and Mary were unfamiliar with its contents. All research participants 

were not provided with information from their school that outlined clear roles 

descriptions. 

 

Therefore, the next process adopted by the researcher was to utilise the field 

of management and sports management theory to form a structure for 

determining the research participant’s roles as a SSM.  

 

The skill and competency requirements of SSMs can be subsumed within the 

broad roles bands that have been identified in the field of sports management 

(Bucher & Krotee, 1998; Chelladurai, 1991, 1985; Parks & Zanger, 1990; 

Kelly, 1991). The use of the term roles is considered interchangeable with the 

term function. For the presentation and analysis of this research Chelladurai’s 

roles descriptions of planning, organising, directing (leading), and controlling 

(evaluating) have been adapted and adopted (1991,1985) with further 
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emphasis placed within these roles on the importance of interpersonal, 

information and decision roles as outlined by Mitzenberg (1975).  

 

Planning involves setting the goals for the organisation and its members, and 

specifying the activities (or programs) to achieve those goals. Planning is the 

decision making process of ‘what should be done’ and ‘how it should be 

done’. Once the goals and means for achieving them have been identified 

they are formally stated in the form of policies, procedures, methods, 

standards and rules (Chelladurai, 1985). For each of the research participants 

planning involved  

 

1. Determining what are the school sport experiences that are to be 

provided. In the area of interschool sport, this decision is largely 

determined by the over riding organisational structure and requirements of 

interschool sport. Parent bodies such as School Sport Queensland and at 

the District School Sport level set out what is offered for interschool sport. 

While, decisions relating to intraschool and recreational activities are 

school based. These decisions are generally based upon staff and student 

choices that are influenced by sport philosophy, costs, availability of 

facilities, teacher expertise, transport and student numbers. Therefore it is 

the roles of the SSM to employ an interrelated cycle of evaluate, plan, 

evaluate, plan.  

 

“I surveyed all students as to what would they like to do and 

gave them a set of options.” (Mary) 
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“We support each other and bounce ideas off each other (in 

relation to planning).” (Paul)  

 

“We have 600 students doing interschool sport and another two 

thirds undertaking interhouse and recreational programs.” 

(Peter) 

 

(In response to a researcher question: ‘Was planning a 

continuous process?’ “Definitely, definitely!” When you first start 

it is a minefield. When I came here (existing school) considering 

the number of teams I was organising there was no one here to 

say this is how you do it. I didn’t know the students. I didn’t know 

the coast and they were set in their ways. I was organising 66 

teams.” (Mary) 

 

2. Determine how the school sport experiences are to be delivered. 

This is four fold; planning for students’ needs, planning for sport teachers’ 

needs, planning for administration requirements and planning for other 

stakeholders, i.e., parents, community organisation. The extension of the 

planning phase is the employment of the required skill of communication, i.e., 

the dissemination of sport information to all school sport stakeholders. All 

research participants rate this competency highly. This information role is 

interwoven in Mitzenberg’s other roles of interpersonal and decision making 

(1975). It is also a ‘forerunner’ in fulfilling Chelladurai’s other roles of 

organising, directing, controlling (1991). 
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As a result of the researcher employing data collection and analysis 

processes stipulated in Chapter 5, i.e. involved observation and document 

analysis, it is evident that all research participants share the same planning 

experiences, i.e. 

• Determining and filling sports teams. 

• Determining appropriate sports coaches, their roles and professional 

needs. 

• Facility and venue planning. 

• Event planning, i.e., athletics, cross country, swimming carnivals at school 

and interschool levels. 

• Determining equipment and uniform needs. 

• Planning risk management procedures and policies that comply with the 

DOEM. 

• Planning, in conjunction with other schools and sports management 

committees, and within the school, competition structure, rules and 

conditions of competition. 

• Planning accountability practices, i.e., budgeting for financial costs that 

relate to student participation, attendance and absenteeism procedures. 

• Planning for transportation of students to and from sports venues 

• Planning for methods for dissemination of sport information and sporting 

results. 

• Planning for interruptions to the sports program, i.e., wet weather 

programs. 

The above research findings are verified also through interview evidence. 
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“We undertake preliminary planning determining the sports, 

sports timetables, venues, costs, procedures, wet weather 

program. Communication is one of the biggest problems in a 

school this size. We use daily notices for students, and emails, 

staff notices, pigeon holes, and meetings. Staff receive a sports 

folder with risk management, procedures, and policies. We give 

information on how to assist teachers on intraschool sport. 

Diagrams how to set up the field, modified rules, objectives etc 

so staff control of the activity is easier. It is a problem when 

some staff are doing the wrong thing.” (Peter, Paul)  

 

“I give the sports teachers a folder with rules, regulations and 

policies especially convenors.”  

“I am setting the sport philosophy for staff to follow. There is 

room for individual input into coaching but in logistics they must 

follow.” (Rick) 

 

“I provide the teachers with a sports folio that contains all 

information; draws, rules, emergency numbers, pouch to collect 

money, WHS (workplace health and safety). They (sports 

teachers) are ‘well armed and it is appreciated’.” (Mary) 

  

In each case the research participants had no clear roles description or had 

little information to assist in planning. The planning roles began with 

information relating to the structure of the interschool sport and then setting 
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out how to fulfil these requirements. Then, turning their sights on developing 

the intraschool and recreational programs for students not involved in 

interschool sport.  A similar process was employed in the management of 

events, e.g. Athletics and swimming carnivals. 

 

“The preparation for the athletics carnival was procedural. I ran 

through the process in my mind. This process took a lot of work 

to start with until a pattern was put in place then I would refine 

the pattern, building on it.” (Mary) 

 

This initial process required conceptual skill (Katz, 1974) which is the ability to 

see the requirements of school sport as a whole. It included recognising the 

how the various functions of delivering school sport are necessary and how 

they depend on one another and how changes in any of them affect all the 

other. From recognising the needs for delivering school sport the research 

participants used what Katz (1974) refers to as technical and human skills, 

i.e., setting in place the logistical procedures of organisation and developing 

the necessary human skills to ensure the procedures were adhered to by 

students, staff, and other stakeholders, e.g. bus companies.  

 

Both the skill (routine tasks) and the competency (non routine tasks) that was 

paramount for ‘weaving’ all procedures together was clearly identified as 

communication. Routine communication being implemented through a variety 

of methods with the sports teacher’s folder or folio being the most accepted 
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method for ensuring how planning was to be achieved. It also was used a 

source for communicating the organising roles of the SSM. 

 

Chelladurai (1985) identifies organising as the second roles of sports 

managers. ‘Organising involves the breaking down of the total work specified 

in the planning process into specific jobs and then establishing a formal 

relationship among these jobs, and among the individuals assigned to carry 

them out’ (p.5).  While the planning process specifies ‘what should be done 

and how’ the organising process elaborates ‘who’ should do it. An essential 

element of the organising process is the specialisation of the methods of 

coordinating the activities of the many individuals involved in school sport.  

This is achieved by establishing a formal hierarchy of authority which 

specifies the chain of command within the organisation of school sport. 

 

Figure 6.1 describes the organising hierarchy for school sport under the 

control of Education Queensland and under the governance of School Sport 

Australia. These positions of authority above the level of SSMs are largely 

responsible for establishing the framework for conducting school sport and 

the policies and procedures considered necessary to ensure legal obligations 

relating to duty of care and gender equity, and the rules and conduct of 

competition, are adhered to.  

 

 

Figure 6.1: Queensland School Sport Structure Above SSMs 

Director General of Education 

School Sport Queensland chaired by Assistant General School Performance 
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communication contact with School Management and District Sports 

Committee to facilitate the management of school sport in his/her school. 

 

Figure 6.2 describes the organising hierarchy below the level of SSMs. This 

can be divided into two sections; school sport logistics (i.e., those individuals 

and organisation with whom the SSM has contact with to facilitate the 

‘running’ of school sport, school sport recipients (i.e., those individuals and 

organisation directly involved in the sports experience, [student participants, 

sports teachers, sport officials, school house captains, sport officials, team 

captains, supporting parents, community sporting organisation ]. From this 

organising position the SSM executes the required skills and competencies 

described below. The successful manner in which they are fulfilled will 

depend on the SSM’s ability to undertake the leading roles described by 

Chelladurai (1985, 1991). 

 

As a result of observation and interview responses the roles of organising is 

largely the sole responsibility of the research participant as an SSM. The 

weight of a successful, problem free school sports day or events (e.g. 

swimming or athletics carnival) ‘falls squarely on the shoulders’ of the SSM. 

The reason for this being that there was limited or insufficient human 

resources available for the SSM to delegate roles to others. Secondly, 

because of the need to attend to unforeseen problems that required 

immediate decisions by the SSM it also is difficult to delegate responsibility to 

others.  In this role of ‘self organising’ the research participants identified the 

need for ‘reactive’ decision making.   
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“It is not a job you can readily delegate because you have to 

respond (to circumstances) and make those decisions to cope.” 

(Mary) 

 

FIGURE 6.2      Hierarchy of Organising Roles Below the SSM Level 
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Different levels of administrative assistance from a technical support aspect 

were identified. While indifferent levels of school management support were 

also identified.   
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“I would plan and follow through on a set routine, but in that set 

routine you had to be able to work outside the box in that you 

need to do more than one task at a time, and therefore if you 

can not do that you can not really cope. It is a job you can not 

readily delegate because you have to respond (to 

circumstances) and make those decisions to cope. For example 

a team has no ice or there is no ice bag or the bus breaks down 

or does not turn up. You have to react and reorganise. Even 

though I have a set routine you don’t know what to expect 

between 7.30am and 1.15pm when you send them on the bus.” 

(Mary) 

 

“My role was getting teams ready, ensuring the venue was 

ready, gear ready, putting students on buses, making sure they 

had their money. I would work from Thursday to Wednesday 

then start again to get things ready for the next week. I had 10 

buses to organise then students and teachers regarding gear, 

first aid kits. Therefore you are supporting, organising, 

enforcing. You are doing a multitude of jobs just to make sure 

they (students, staff) all get away to their sport for two hours 

then on Thursday morning you start again so that buses etc 

were booked by Friday.” (Mary)    

“With regards to the co-ordination of buses I found myself 

having to deal with cancellations at the last minute. If this is 
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thrown at you, you have to be responsive; you have to be 

flexible in these roles." (Rick)  

 

Key areas identified that exemplify the organising requirements of SSMs 

were:  

 

Where a sports teacher is absent on the school sports day. The SSMs would 

‘swing’ into a problem solving / decision making mode that would be quickly 

followed by an organising roles. It is not uncommon to find that a sports 

teacher is away on the morning of school sport. They would need to liaise 

with school management to find a replacement then it was a case of making 

the necessary adjustments and then communicating with the replacement. 

Sometimes a decision would be made to reallocate other sports teachers to 

accommodate the teacher absence because the replacement teacher was 

not suitable for the allocated sport. 

 

“Where a teacher was absent we would need to provide 

equipment, rolls and a slip with details for the replacement 

teacher. We found this necessary to do this face to face (with 

the replacement teacher) to ensure accountability and 

assurance.” (Paul)  

The organising of professional development for sports teachers. All research 

participants acknowledged the need for professional development for sports 

teachers. The reason stems from identified problem of trying to place 

teachers on sports where they had little coaching or officiating experience. 
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The sports folder/folio was one method of providing teachers with base 

information to remedy this. However the problem needed further attention. 

Different approaches were used by the research participants which to date 

have not been successful.  

 

“I try to provide support for teachers who are not qualified in a 

sport with a senior student umpire or try to allocate two 

teachers. One of the things identified in the student survey was 

that the students wanted more coaching and better gear. In 

response to the survey I organised a sports training roster. I 

didn’t always work. Sometimes the students wouldn’t turn up. 

Other times the teachers wouldn’t turn up. It is difficult to say to 

the teacher you didn’t turn up as they are giving up their 

time.”(Mary) 

 

 (In relation to organising professional development) 

 “In the South Coast Region inservice was organised so that 

teachers could go to sports coaching programs ran by qualified 

teachers. It was optional for sports teachers. Although there was 

Principal support, teachers generally did not support it. I 

organised touch, basketball and rugby clinics using community 

organisation.”  (Mary)   

 

“In this school there are not a lot of ‘sporty’ people. We do not 

have compulsory training therefore if there are any coaching 
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going on it’s a select few of us who are passionate about it. 

However, I ensure they (sports teachers) have got some 

background skills and information. It is not easy to referee and 

coach without experience. I have sent a number of teachers on 

Level 1 Accreditation courses. However people (teachers) are 

generally reluctant to go. I do not have one on one time to do 

this. My plan is that we have new experienced teachers coming 

on ‘board’ and we will attach people to them so they can learn.” 

(Mentoring approach) (Rick) 

 

“We have talented teachers but they are a minority. The 

enthusiastic trained teachers all do interschool sport. The issue 

is that 2/3 of the students are involved in an intra school. The 

teachers remaining are generally unqualified,   and therefore, 

unenthusiastic. We assist the teacher with information on setting 

up the field, modified rules, and objectives so staff control is 

easier. However we receive the complaint that teachers have 

not played the sport therefore have limited knowledge and that 

students argue with them regarding the rules. The previous 

SSM developed inservice for teachers but we need to provide 

more.” (Peter) 

 

As witnessed the importance for organising professional development can be 

linked, as one aspect of many, to the quality of the sports experience.  

Students are more willing to continue to participate ‘if the sports participant 
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enjoys what she’s doing because of the intrinsic pleasure and satisfaction 

derived therefrom’ (Melnick, Van Fossen and Dabo, 1988, p.32). However 

research emphasises that student participation numbers are declining and 

teacher willingness to be involved in school sport is waning (Queensland 

School Sport Council, 2000).  

 

“A third of the teaching staff would be happy to see sport go. We 

had a meeting yesterday with the sports review committee to 

determine the future direction of sport in school.” (Peter) 

 

Research participants acknowledge this is a problem and are trying to 

address this issue with limited success.    

 

The sports teacher’s roles can entail skill instruction, umpiring, fitness 

training, organising teams or taking a more distant task in overseeing the 

game. Evans (1990) believes that classroom teachers have very little formal 

preparation for coaching and organising sport. School Sport Australia and the 

Queensland School Sport Council stipulate that there is a need for enhancing 

the quality of those teachers who deliver sporting programs to schools, and 

the need for introducing pre-service sport training for teachers and 

opportunities for professional development.  

 

“We find classroom teachers can struggle with sport. They get 

nervous in things just like organising students into teams.” 

(Peter) 
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Another barrier, identified by SSMs, in the organising of professional 

development, is the school’s cost. 

 

“I have taken a few staff away this year to soccer training 

courses and athletics coaching. However it is hard to fit in the 

schedule. I try to take advantage of any of these that come up 

when offered for free. It is hard if I send someone away during 

the school day. It is $280 to replace them so it does get very 

expensive. ” (Rick)   

 

Transporting students to and from sports venues is an acknowledged 

organising ‘headache’ for research participants.  What is seen as a routine 

organising skill can become problem solving / decision making competency 

requirements due to unexpected changes in circumstances. 

“Going up and down the hill with 10 buses mobilising 66 teams 

you would wonder which bus driver is ‘cranky’ and is he going to 

get them there. What happens if the bus breaks down or doesn’t 

turn up? You have to react.” (Mary) 

 “You need to develop good relationships with bus companies. 

The gentleman I talk to on the telephone I have never met but 

we get on well because I consistently thank him. Then if there 

was a problem I would get onto him straight away and I would 

give and take and he would give and take. It was the only way it 

would work.” (Cooperation)  (Mary) 
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“Organising buses is one of the ‘hellish’ areas of the job. You 

can be dealing with a cancellation at the last minute. If this is 

‘thrown’ at you, you have to be responsive; you have to be 

flexible in these roles.” (Rick) 

 

Liaising with and organising school administration support to 

complete administrative tasks. The SSMs are responsible for 

accountability practices of maintaining student rolls; sport costs 

that associated with venue costs, costs of student participation in 

sports, sporting equipment costs that are built into the sports 

budget; information dissemination to stakeholders. In the research 

sites these practices are performed either solely by the SSM or 

with the support of school administrative personnel. 

 

“We have put together new systems to account for absenteeism. 

We have worked with the computer programmers in the school 

to track absenteeism. There were no clearly defined roles to the 

point where we took on tasks of absenteeism and tracking 

student movement in sports selection. This was required to 

address duty of care. Hundreds (students) were being truant in 

sport. We saw the benefits of sport and wanted to address the 

problem.” (Peter) 
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“Attending to absenteeism is difficult. I work with administration 

in determining what to do and how to do it.  

“At district sports level we have a strong support group. We 

exchange ideas and roles share through email and home 

contact.”  (Mary) 

 

“I receive administrative assistance one day per week. She 

helps with following up on permission notes and absenteeism.” 

(Rick) 

 

As stated absenteeism is a “hellish” job that is time consuming for the SSM. 

From evidence above there are different degrees of administration assistance 

provided by school management. However the question remains in terms of 

the total time allocated to SSMs by school management to fulfil the SSM roles 

how much of this time is consumed in this organising skill in lieu of attending 

to all other managerial skill requirements.   

 

Leading (Directing) has been defined as the “interpersonal process of 

influencing members toward organisational goals”. (Barrow, 1977, p. 232) 

While the planning and organising roles set the stage for work activities to be 

carried out the leading roles is concerned with influencing or motivating 

individual members to carry out their specific assignments efficiently. 

(Chelladurai, 1985) Key elements within this context are the requirement of 

SSMs to be effective leaders and motivators. Lead in terms of the overall 

direction and implementation of school sport through planning, organising, 
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and controlling roles. Secondly, to utilise the competency of motivation to 

‘drive’ the quality of the school sport experience. The ability to do this can be 

affected by identified issues. Research findings show that SSMs, in the 

process of leading, need to draw upon a repertoire of interpersonal skills 

including leadership traits to adapt to the situation at hand. Often the SSM 

must react to a problem situation with an appropriate decision, action and 

further support the action through motivational techniques.  

 

“I manage staff, students and outside agencies like bus 

companies, venues, Council. Therefore there is a large cross 

section of people to manage. Then you deal with things that 

impact on it; like students playing up on buses, parents not 

doing the right thing on the sideline. Then you have to listen to a 

coach who is unhappy with the team’s behaviour. Therefore 

there are a number of small issues to deal with. You are 

supporting, enforcing. ” (Mary) 

“You have to be a good listener. You have to act upon their 

(staff / students) complaints or their thoughts because they are 

telling you they have a problem or done something good 

therefore if you don’t communicate your enthusiasm or 

disappointment it breaks down.” (Mary) 

“You have to be a motivator. It is hard to motivate teachers 

capable of doing sport but don’t want to do it. It is part of their 

roles. Therefore you have to find away of encouraging them to 
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take a team and encourage the students to get the most out of 

it. (Mary)  

 

“What I have brought to the roles has been the ‘personal touch’. 

I am skilled in getting students to do things, to get in and have a 

go.” 

“I have human resource management experience through 

involvement in the fitness industry. I believe that if you are an 

effective communicator and manager of people whatever area 

you are in if you can pick up the specifics and run with it.” 

“With regards to leadership I am not worried about making a 

‘tough’ decision but at the same time being courteous. You have 

to be assertive.” (Rick) 

 

“We see our main roles as managing people, in providing 

leadership by example and setting guidelines.”   

(With regards to motivating staff) “We have to try to get them 

on side to see school sport is a worthwhile activity rather than 

bring the whole system down.” (Paul) 

 

From the interview findings above it is evident that in order to be an effective 

leader the manager must have a working knowledge of the motivational 

processes of individuals, their needs and dispositions, as well as the 

situational elements that facilitate or hinder motivation. This is reinforced by 

the research of Chelladurai (1985). The key preposition identified here is that 
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SSMs need to have a working knowledge of motivational processes. In the 

case of the research participants, Mary, Peter, and Paul, this has occurred 

primarily through ‘trial and error’. While in the case of Rick, previous business 

managerial experiences have provided him with‘grounding’ for motivational 

development.  It should be noted that all research participants have high 

levels of coaching experience and as such it is suggested that all research 

participants have a fundamental understanding of motivational techniques. 

However this generalisation remains inconclusive.   

 

Bennis (cited in Loeb. 1994) identified from his extensive study of leaders that 

they usually possessed a strong, supportive, encouraging and determined set 

of traits. Each of the research participants has expressed the need to employ 

these traits when dealing with students and sports teachers. The result of this 

employment supports Frank (1993) that situational theory holds that different 

types of leader’s behaviour; supportive, directive or participative, are causal 

variables employed by SSMs’ reactions in various situations (i.e., school sport 

issues).  

 

Hershey and Blanchard (1982) identify four appropriate leader reactions of 

which the SSMs, through data findings above, are proactive in three; telling 

(manager directs task accomplishment, i.e., school sport logistics,  

communication), selling (manager provides explanation and clarification, i.e., 

SSM’s requirement to solve teacher / student problems, make appeasing 

decisions and encouraging student / staff participation in school sport), 

participating (manager requests input for making decisions, i.e., SSM 
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involvement with sport review committee, surveying staff and students, 

liaising with school administration). The fourth of leader reaction is that of 

delegating (manager gives responsibility for task completion to subordinates). 

This is practised by SSMs through the utilisation of support school staff, i.e., 

directing groundsman, working with administrative support and utilising sport 

convenors. However, this is not a proactive practice. What tends to happen is   

the organising roles performed by SSMs is identified as a ‘self organising’ 

roles.  

 

The SSM’s decision as to what type of behaviour (i.e., leadership style) to 

employ to accomplish the tasks of selling, telling, participating is largely 

determined by the maturity of the follower, i.e., willingness and capability of 

follower (Hershey and Blanchard, 1982).  For instance if followers (staff or 

students) are unable and unwilling, the SSM must tell them exactly what 

method to employ to complete the task. If the followers (staff or students) are 

able but unwilling, followers will need to be persuaded regarding the method 

in order to complete the task. Through observation it is evident that SSMs will 

utilise a range of leadership styles in response to the context of the situation.   

The evaluation (controlling) roles entails measuring performance in relation to 

standards previously set in the planning process. Just as Mary believed the 

planning is continuous so to Chelladurai states ‘evaluation is continuous’ 

(1985). The four roles of the SSM are interrelated and cyclic in 

implementation. The employment of student / staff surveys, the function of the 

sport review committee, sports coach feedback forms, personal evaluation 
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are tools used by the research participants to gather evaluation data to 

facilitate subsequent planning, organising and leading roles. 

 

“Teachers fill out forms after they return from sport. We had an 

issue this year of a teacher from another school abusing the 

referee.” (Rick)    

 

“I worked on the existing system (school sport) already in place. 

I would then change and refine things.” (Mary) 

 

The concept of school sport management can be understood not only by 

analysing the broader managerial roles but also by determining the skills and 

competencies necessary to carry out these roles. Although researchers 

employ the terms skills and competencies interchangeably, this research has 

adopted three of the six distinctions outlined by Kanungo and Misra (1991).  

 

These distinctions are; 

 

• Skills are required to handle routine and programmed tasks with 

established procedures, whereas competencies are required for non 

routine and unprogrammed tasks. 

• Skills were capabilities to engage in behaviours that are controlled, elicited 

or triggered by the demands of specific tasks, whereas competencies 

handle non routine tasks, where the manager has to decide where, who 
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and how to use them because the behaviour demands of the tasks are non 

specific 

• Skills are utilised to cope with the demands of the stable aspects of the 

environment in the day-to-day organisational life, however competencies 

are necessary to cope with the complex and volatile aspects of the 

environment.  

 

As discussed earlier Katz (1974) proposed three skills that are necessary for 

management, technical, human and conceptual. These skills fall within a 

three tier hierarchy with technical skills being the most fundamental, followed 

by human skills and then conceptual skills at the top. Zeigler and Bowie 

(1983) redefine Katz’s categories to conjoining skills and personal skills. As 

previously discussed conjoining skills are the interrelationship of technical, 

human and conceptual skills. While personal skills encompasses the 

development of efficient ways of managing time, organising and articulating 

personal thoughts, keeping abreast of current events and innovations and 

other attributes that make a good manager. This skill provides the knowledge 

and understandings to facilitate conceptual skills. Conceptual skills being the 

ability to see school sport as a whole, that is to recognise all the parts and 

how they interrelate in the education setting and larger sports industry. 

Gibson and Ivancevich (1992) as cited in Shilbury and Deane (1995) not only 

utilise the categories of Katz (1974) as essential skill categories for managers 

but also propose an additional required category, that of technological skills. 

The evolution of the computer age necessitates this prerequisite. 
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Research findings identify that the research participants ‘mirror’ the skill 

requirements of a sports manager. The emphasis placed upon the skill 

requirement being reflected in the importance of the skill and the amount of 

time needed to employ the skill. The skills identified were; 

• Facility management 

• Fiscal management 

• Event management (planning, organising, directing, and evaluating 

swimming carnivals, athletic carnivals, cross country carnivals, regional 

sports events are the responsibility of the SSM. Event management is the 

application process for using all other skills and competencies.) 

• Sport Information 

• Programming  

• Organising 

• Managing people 

• Sports promotion 

• Risk management 

 

These skills are identified in the following interview findings and supported by 

both the researcher’s observation [as relief and contract teacher in one of the 

schools involved in this research study], and in the context of the researcher’s 

autoethnography;  

 

FISCAL MANAGEMENT 
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“As a HOD and SSM I do the sport and PE budget. I budget for 

all sports gear and uniforms. I find the bus budget is an issue.” 

(Mary) 

 

“I budget for equipment by looking at the requirements of key 

sports then transportation” 

 

“In our school the sports budget is done by the HOD but I had 

previous experience in another school.” (Peter) 

 

SPORT INFORMATION 

“You have to communicate well so the teachers and students 

know which bus they are on and where they are going and when 

leaving”. (Mary) 

 

“I have very good computer skills. I set up a lot of information 

using spreadsheets. I develop my scoring systems.” (Rick) 

 

FACILITIES MANAGEMENT 

“I am responsible for managing the school’s sport facilities.” 

(Mary) 

 

“By having a business I have experience in setting up sport 

facilities”  

SPORTS PROMOTION 
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“There is a need to motivate students. I do this by celebrating 

their successes. For example team of the week, team of the 

month trophy, team of the finals, coach of the year.” 

“One of my successes has been to organise the Sports Night. 

This allowed students who didn’t always receive awards in the 

school to receive awards, e.g. the most valuable player.  It 

contributed to sport recognition. Good for the school and 

community.” (Mary) 

 

“I promote sport at assemblies through sports awards, event 

information, and recognition of individual effort. I try to be 

positive rather than negative using a team approach.” (Rick)   

“We believe sports recognition is important. We want to promote 

the good things happening in school sport rather than get up 

each week on parade and ask to see students because they 

were truant from sport. We are looking at setting up a web page 

to track achievers in sport and profile sport. It would contain 

student achievements, fixtures, sporting links. It would allow us 

to better communicate to parents and students. At the moment it 

is hard to communicate with parents as students often don’t 

communicate information to parents.” (Paul) 

 

 

 

PROGRAMMING, ORGANISING 
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“We are responsible for processing sports results, establishing 

competition rounds, transport organisation and absenteeism. 

You have to see the big picture.” (Paul) 

 

RISK MANAGEMENT 

“Duty of care is important. I do risk assessments on venues, 

gear and with regards DOEM policies.” (Mary) 

  

MANAGING PEOPLE 

“I have experience in human resource management through 

involvement in the fitness industry.” (Rick) 

 

“I have to manage staff, students, and outside agencies.” (Mary) 

 

“It is about managing people through leadership by example and 

setting guidelines.” (Peter) 

 

Given the view skills are routine and are used to meet the stable aspects of 

the environment in the day-to-day organisation life of the SSM competencies 

are necessary SSM attributes that are required to deal with non-routine, 

reactionary situations that arise in implementing the necessary management 

roles and skills. Research findings through observation, researcher’s voice 

and in the following interview transcript identify the following SSM 

competencies; 

• Decision making 
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• Problem solving 

• Leadership 

• Evaluating 

• Motivating 

• Conflict Resolving 

• Stress Management 

• Time Management 

• Communication 

 

The degree to which each SSM utilised the required competency depended 

on the roles and skill being applied and the emphasis needed as a response 

to the situation or context to which it was being applied. Each SSM 

possessing different elements of strength in the competency required but all 

needing to perform these competencies to be an effective SSM. Some of 

these competencies have been previously discussed under the ‘roles of the 

SSM’.  

 

COMMUNICATION 

“We find it best to see replacement teachers ‘face to face’ and 

give them a slip with sport details to ensure accountability and 

endurance.” (Paul) 

“We know how sport should be delivered and if we don’t 

communicate this effectively it falls in a big mess.” (Paul) 

“Communication is vital.” (Rick) 
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“You have to be a good listener and act upon their complaints or 

thoughts. You can’t just go ok and put it aside because they are 

telling you they have a problem or have done something good. 

Therefore, if you don’t communicate your enthusiasm or 

disappointment it breaks down.” (Mary) 

 

LEADERSHIP 

“It is a leadership role. My attributes are that I am quite calm, 

positive, focused. I am setting the sport philosophy for staff to 

follow. You cannot be worried about making the ‘tough’ decision 

but at the same time being courteous. You need to be 

assertive.” (Rick)  

 

CONFLICT RESOLVING 

“We believe you (the SSM) need a high level of interpersonal 

skills. We are involved in conflict resolution, e.g., between 

students and staff or between schools.” (Paul) 

 

“You need to deal with things that impact on it (school sport), 

like students playing up on the bus, parents not doing the right 

thing on the sideline. There are a number of small issues.” 

You need to listen to the coach who is unhappy with the team’s 

behaviour. Therefore you are supporting, organising, enforcing. 

You do a multitude of jobs.” 
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“You have to be able to ‘wheel and deal’, to be a good 

negotiator.” (Mary) 

 

“I am dealing with behaviour problems. I have a zero tolerance 

with students disputing referee’s decision. This year I had an 

issue of a teacher from another school abusing the referee.” 

(Rick) 

 

PROBLEM SOLVING, DECISON MAKING, STRESS 

MANAGEMENT 

“The whole day Wednesday you couldn’t teach. A teacher would 

go home sick half an hour before the bus goes. You have to 

deal with that problem or you find a venue is closed because 

they have dug up the field. You can’t plan for that you just have 

to cope with it and decide let us do this now.” 

“You need to do more than one task at a time and therefore if 

you can’t do that you can’t really cope. It is not a job you can 

readily delegate because you have to respond (to 

circumstances) and make those decisions to cope. It is very 

much a problem solving job. You have to be a good listener. 

You have to make a right or wrong decision on the spot for 

which you are accountable.” 

“You need to be good at being calm.”  (Mary) 
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“We support each other and bounce ideas off each other.” 

(Peter) 

 

“You are persistently dealing in organisational problems.” (Rick)  

 

MOTIVATION 

“It is hard to motivate teachers who are capable of doing sport. 

You do it but do not want to do it. It is part of their roles. 

Therefore you have to find a way of encouraging them to take a 

team and encouraging the students to get the most out of it. 

Especially the students who don’t make a team or don’t want to 

participate. You need to motivate them I do this by celebrating 

their successes.” (Mary) 

 

“I am skilled in getting students to do things, to get in and have 

ago.” (Rick)  

 

TIME MANAGEMENT 

“You have to have good time management considering the 

limited time allocated (to do the job).” (Rick) 

 

ANALYSIS 

 

 It is the researcher’s interpretation of Mitzenberg (1975) work that can best 

categorise the identified competencies of the research participants. His 
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findings suggests there are three roles categories and with these roles there 

are a further ten sub-roles. However, from the above description of 

managerial competencies, it viewed that these sub-roles are in fact 

recognisable competency areas that can be linked to the application of 

conceptual, human, technical and technological skills (Katz, 1974, Donnelly, 

Gibson, & Ivancevich, 1992) or to conjoining and personal skills (Zeiger & 

Bowie, 1983).  

 

Table 6.2 displays the relationship between the research of Mitzenberg 

(1975), Katz (1974), Donnelly, Gibson and Ivancevich (1992) and Zeiger and 

Bowie (1983) and the SSM competencies identified. Mitzenberg (1975) 

suggests that all eleven roles (competencies) form a gestalt. They are 

inseparable requirements that every manager needs to be effective in but that 

is not to say that all managers will give equal attention to each roles 

(competency) Different SSM managerial processes may differ according to 

different SSM orientations and specific circumstances pertaining to the 

organisation (Chelladurai, 1985). Because the competencies are inseparable 

they can be all inherent in the identified skill requirements of SSMs. 
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Table 6.2:  The SSM Roles, Skills and Competencies and the 
Relationship to Management Theorists (Source: Milne, 2005) 
 

 

    ROLES 

 

Chelladurai  

(1985,1991) 

       

        ROLES 

 

Mitzenberg 

(1975) 

Competencies 

(Sub-roles) 

Mitzenberg  

(1975) 

    

   SKILLS 

Katz (1974) 

Donnelly et al 

(1992) 

 

SKILLS 

Zeiger & Bowie 

(1983) 

 

Research 

Findings: 

SSM 

Competencies 

 

 

Research  

Findings: 

SSM 

Skills # 

Leading  Figurehead Human Conjoining leadership  

Organising Interpersonal Leader Human Personal motivating Managing people 

Evaluating  Liaison Human  Problem solving Organising 

       

Organising 

Evaluating 

 Monitor Technical Conjoining Evaluating Risk management 

Organising 
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6.4 School sport issues that affect the school sport manager’s roles  

 

There are three major school sport issues that are researcher identified as 

having influence upon the SSM’s roles in managing school sport. These are; 

• The roles of school sport 

• The professional development of sports teachers 

• The recognition of the SSM roles. This can be further sub-divided into 

three areas; time recognition, professional recognition, financial recognition 

 

6.4.1   The Roles of school sport  

 

Research has adopted many philosophical positions with regards the 

educational values of school sport participation. These are reviewed both in 

terms of the vision of intended ‘goodness’ which occurs through sports 

participation, and the consequences that result from a negative sports 

experience. It is important for SSMs to understand the needs of their students 

in order to ‘shape and steer’ a successful sports program. SSMs, in 

conjunction with all stakeholders, have important evaluative roles in the 

management of school sport.   

 

Research findings indicate that the research participants have to counteract 

what current research is producing, that there is a long term decline in the 

level of student involvement in school sport and fewer staff is appearing to 

take an active role in school sport (Queensland School Sport Council, 2000). 

Petlichkoff (1996) reports 35% of young people withdraw from organised 
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sport each year. The decline in teacher and student commitment to the sports 

experience is a ‘lethal’ combination that can question the ability of the current 

sports programs to deliver the intended educational values successfully. 

Therefore, providing credence to any anti-sport lobbyists. The SSMs, in this 

study, recognise these contributing factors and place much emphasis on their 

need to constantly motivate and lead students and staff into recognising the 

need to value the sports experience through commitment. It is an enormous 

task identified by the researcher’s observation and experience.  

 

However their efforts are often restricted by the constraints of their job. In 

general, they appear to be putting out fires, or plugging up holes or attending 

to the parts rather than attending to the opportunities, time and resources to 

ensure the parts successfully interrelate to produce the whole. These 

challenges are multifaceted and appear to have no finite solutions. From 

observation the research participants are frustrated. They have all a passion 

for school sport but are at different positions in how successfully they are 

addressing these challenges. It appears the research participants have 

insufficient opportunities to employ conceptual skills (Katz, 1974) through the 

evaluative role of their managerial position (Chelladurai, 1985).  

 

They offer either solution as in the successful case of Rick or have their 

‘hands tied’ as in the case of Peter and Paul. School size appears to have 

bearing on the ability to find solutions. The smaller school being in a more 

advantageous situation. 
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“The advantage of school sport is that a lot of students who play 

interschool sport are not club sport players. Therefore school 

sport is the only opportunity. We need to offer them the 

opportunity as society is moving away from sport participation. I 

you ask a majority why do like participating they would answer it 

teaches responsibility, communication and relationships, like the 

relationship between them and their coach as opposed to their 

teacher. The disadvantage is those not interested in sport. They 

seem to have parental support. This is not good for those 

‘wavering’. They think it is ok not to participate, losing out on 

experiences of participation for enjoyment.” (Mary) 

 

For those students who don’t make the interschool teams or 

don’t want to participate there is a need to motivate them. The 

value of sport in this school is well recognised through its 

achievements and supported by the principal who takes time to 

watch the students. Students really like the administration’s 

support.” (Mary) 

 

“We have some talented teachers on sport. However we have a 

third who would be happy to see sport go. We had a meeting 

yesterday by the sports review committee to determine the 

future of sport in the school. The issue is that as a large school, 

two thirds of the students participate in intraschool sport. Our 

talented teachers are on interschool sport. Therefore, 
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unenthusiastic, unqualified teachers are left to run interhouse 

competition. Combine this with the fact these students didn’t 

make an interschool team they are also unenthusiastic or don’t 

want to be there. It becomes a difficulty for us to deal with. 

Then, the issue of a lack of playing space. Four teams share the 

one space so students need to sit out and as a result it is hard 

to motivate them to get up when it is their turn. We find the 

students tend to be apathetic as a whole. They don’t like to 

commit. They become less competitive, train less, and have little 

school spirit. Their attitude is ‘why should I both”.  (Paul) 

 

(In response to the interview question; are you able to see the 

value of school sport?) “Yes, committed students are getting 

results. The look on their faces when we win things we were not 

expected to win. They were ‘pumped’, much celebration. It has 

been lasting. I acknowledge their efforts in the newsletters. I 

saw my initial roles (as SSM) to build team commitment. To 

avoid student drop out students sign a ‘creed of performance’ 

before acceptance of involvement in the team ensuring 

commitment. This has had a positive effect.” 

“I am trying to foster mass participation in sport. Students fill out 

a form if they participate in school sport they must also 

participate in the athletics and swimming carnivals. To be a 

House Leader they must participate. They must lead by 

example. The students agreed.” 
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“I would encourage non participants to have a try out for a team. 

I found when they do the rest of the team have embraced the 

new students. It stresses the value of sports participation. 

Because of the growth o the development of sport in this school 

you can see an increased number of '‘on-sporty’ students using 

sport facilities, e.g. having a game of knockout basketball during 

lunch.” (Rick)  

 

ANALYSIS 

 

Through acknowledgement by the research participants the SSM’s roles is to 

meet the needs of all students through the school sport experience. This 

entails catering for mass participation yet still accounting for the ‘elite’.  On 

one hand it will promote participation for life long learning; 

 

“We try to facilitate the life long learning attributes here through 

a combination of PE (Physical Education) and sport 

experiences.” (Rick)    

 

While on the other meeting the provision of ‘elite’ sports people and 

acknowledging the ‘win at all costs’ approach; 

 

“The value of sport in this school is well recognised through its 

achievements.” 
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“In our school sport offers career pathways in girls touch and 

rugby.” (Mary) 

 

Within both paradigms there are positives and negatives. The literature 

review in this case study discusses these issues. For the SSM the literature 

findings provide ‘essential ingredients’ for obtaining balance between the 

paradigms or justifying one paradigm at the expense of the other. The final 

resolution needs to be accountable in determining the place of sport in 

education and the roles of education in sport (Murdoch, 1990). 

 

Many of the findings in this research support the claims found in survey 

findings by the Confederation of Sport (1997) or provide ‘substance’ for SSMs 

to further survey their school sport experience as it operates to provide 

important information that would assist them in their planning, organising, 

leading roles. In this way enabling them to maximise those opportunities, 

which are available to them, to improve the quality of the sport experience. 

Key findings by the Confederation of Sport that appear to be pertinent to this 

research study are: 

 

• The ‘win at all costs’ ethos which is seen to be excessive, is discouraging 

potential players and alienating existing players. Young Australians want a 

broader approach to sport that embraces a ‘sport –for- all ethos. 

• Young people strongly prefer team sports to individual sports. However, 

interestingly, 70% of the non-players would participate in sport if given the 

opportunity. They prefer individual sports [Mary’s survey findings confirm 
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the choice for team sports. While Rick has had success in encouraging the 

non-player]    

• The market for sport in the 13-18 year age group can be broken into four 

groups based on attitude; winners, belongers, celebrators, opters out. Only 

winners, who constitute 25% of the total sample group could be considered 

strongly motivated by goal benefits; 15% were dissatisfied with organised 

sport.  The opters out made up 10% of the total population. The belongers 

enjoyed the current sport experiences which fostered the team sport 

environment while the celebrators’ needs were that of provision of 

individual or extreme sports [These findings appears to support the 

research participants’ frustration in providing sporting experiences to meet 

the needs of those students not involved in interschool sport]  

• The level of sporting competency effected participation. Where feelings of 

incompetence exist there is a tendency to quit. There is a clear link to youth 

self esteem levels. [These findings follow on from the above finding in that it 

is supported by the research participants by the fact that those students 

who missed out on interschool teams adopted an attitude that was reflected 

upon by Peter/Paul; “Why should I bother.(Peter).”  

• Coaches who are concerned with the participant’s personal needs as 

opposed to the team’s progress retained the participant as opposed to 

them quitting. [This supports the generalisation that if a sports teacher is 

unenthusiastic, and unqualified, that will affect ultimately how the personal 

needs of the student with regards to his/her participation in the sport are 

being fulfilled.] 
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Shilbury and Deane (1997) identified two benefits of sport in terms of these 

positive and negative findings; that of process benefits versus, or in 

conjunction with, goal benefits. These can be seen as a positive and negative 

operation of intrinsic goals and extrinsic goals. Ideally mass participation 

occurs where intrinsic goals are met. While the needs of the elite are met if 

extrinsic rewards are in place. This supports the research findings that the 

SSMs were called upon to meet both of these motivational requirements, in 

light of the influential external forces that may be operating in the school (i.e., 

school sport philosophy, lack of support, lack of playing space, etc.)   

 

6.4.2 The professional development of sport teachers 

 

At the ‘cold face’ it is the sports teacher who is responsible for facilitating the 

sports experience. The responsibilities of sports teachers may include skill 

instruction, umpiring, fitness training, organising the team, or overseeing the 

game as a referee or umpire. As previously stated Evans (1990) believes that 

classroom teachers have very little formal preparation for coaching or 

organising sport.  

 

In the discussion Queensland Junior Sport discussion paper (1990) 

recommended that all new teachers employed are accredited as coaches at 

the level of a Teacher’s Certificate (equivalent to NCAS Level 1 Certificate) in 

at least one sport approved for schools. Ten years later, the draft paper from 

the Queensland School Sport Council (2000) identified the need for 

introducing pre-service sports training for teachers and opportunities for 
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professional development of current employees in response to the findings 

that fewer staff are appearing to take an active roles in school sport. As a 

result the Teacher Coach Accreditation Program was introduced. This is a 

free course for teachers to obtain their Level 1 NCAS coaching accreditation.  

Also, School Sport Australia identifies the need to ‘maintain and enhance the 

quality of those teachers and other volunteers who deliver sporting programs 

to students’. From researcher observation there appears to be a lack of 

awareness of the Teacher Coach Accreditation Program by research 

participants and would warrant further investigation.    

 

Clearly, there can be parallels drawn between the quality of the school sport 

experience and the provision of qualified sports teachers. The accountability 

of sports teachers for assurance of duty of care practices has bearing on the 

willingness of unqualified teachers to be involved in school sport.  The need 

for sports teachers to competent in their roles as officials is essential also. 

 

“The need for teachers to be competent is important. It is vital.”  

(Mary) 

 

As discussed previously in Chapter 6, section 6.2 the research participants 

view the professional development of sports teachers as an issue, in which, 

they vary as to how they address and deliver this in their planning, organising 

and directing roles, i.e., mentoring approach (Rick) or District based inservice 

programs (Mary).  All research participants believe there are a need for more 
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professional development and a greater need for sports teachers to willingly 

undertake professional development. 

 

6.4.3 The recognition of the school sport manager’s position 

 

6.4.3a Time recognition 

 

The research participants are unanimous the time allocated to fulfil the 

position of the SSM is inadequate. As a result there are identified 

repercussions that have bearing on the SSMs’ roles as teachers, family life, 

personal well being, and ability to effectively fulfil the requirements of the 

SSM position.  

 

“We get six spares (preparation and correction time) but we 

work over and above the six spares. I actually find I spend all 

my spares (teaching allocation + SSM allocation) doing SSM 

tasks. I do classroom preparation at home whereas a lot of time 

it is my teaching that is let down because The whole school is 

relying on me to do my job whereas in the classroom you can be 

unprepared as unprofessional as that might be. You can get by 

(in the classroom) but as a SSM the school staff is relying on 

me. Consequently your teaching suffers from it. From the 

rewards there, there does not seem to be a great lot of attraction 

to the roles (SSM).”  (Peter) 
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“All our spares including lunch time, morning tea and before 

school is involved in doing tasks (SSM).” (Paul)  

 

“Because of the nature of the job (SSM) many tasks have to be 

done at school rather than take home. There would be times 

when I wouldn’t get home until after 6 pm. I have two young 

children when I am not at school my time is theirs.” (Paul) 

 

“I received five spares but I use all my available time (teaching + 

SSM spares). You put in much extra time, before school, after 

school, lunch times. I never had a lunch time! I try to get 

organised and prepared outside of this time to ensure my 

classes do not suffer but Wednesday is a bad day.” (Mary)  

 

“In this role I spend a lot of contact time with students, before 

school, morning tea, lunch time, and after school especially with 

elite athletes.” 

“My main role is teacher first and Head of Sport second. I spend 

85% time teaching. As a result I have to use an enormous 

amount of outside time (to do SSM roles).” (Fulfilling the SSM 

roles) “Definitely affects my teaching. I have difficulty teaching 

on the day of sport. Having been the head of a sporting 

company employing a lot of people this (SSM roles) is a lot 

harder there is no question. As Head of Sport and a teacher you 

have to juggle all these other things, like middle school 
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meetings, expos that crop up all the time, that take away your 

ability to plan events etc. The release time to do this position is 

a big factor. The time demands of the position do have an effect 

on my family. I have come into the school and thrown myself 

into this position. I am not intent on having things done five 

years down the track. Current years 11 and 12 students will not 

benefit. It has cut down the amount of time I would have spent 

with my own children.”  (Rick) 

 

From the conclusive evidence of the research participants, that the time 

allocated to do the SSM roles is inadequate and there is ‘fall out’ as a result, 

It is generalised, by the researcher, that this issue is a major stumbling block 

or inhibiting factor in striving to achieve a high quality school sport 

experiences. In colloquial terms the SSMs are under the ‘pump’, seen to be 

operating under stress brought about by time and roles restrictions, and as a 

result, having to organise their lives with a high level of time management 

competency.  

 

Mitzenberg’s (1975) findings support this generalisation. He found that 

instead of being ‘reflective and systematic planners’, managers ‘work at an 

unrelenting pace’, ‘their activities are characterised by brevity, and 

discontinuity’, ‘they are strongly orientated to action’ and ‘dislike reflective 

activities.  As such the time needed to for the SSM to perform valuable 

conceptual skills is given over to performing a number of routine 

administrative tasks and putting out ‘fires’. 
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6.4.3b Professional recognition 

 

Interestingly, in review of literature there is little documentation regarding the 

importance of the roles of the SSM as integral part and a ‘pivotal’ manager in 

the delivery of the school sport experience. Although there is much research 

evidence about the importance of sport in schools, to gain a better 

understanding of the extent to which the SSM roles may be professionally 

recognised as a managerial position it is necessary to draw comparisons 

between the roles of the SSM and other professionally recognised school 

management positions and that of existing sport managers. In both cases, it 

is researcher acknowledged that these comparisons need to be validated by 

more formal research studies.  

 

In secondary schools it is recognised management positions are held by 

Principals, Deputy Principals, and Head of Departments (HOD). The research 

participants were asked to compare their roles and that of a HOD to identify 

similar or different skills and competencies which are required to fulfil the 

respective positions. 

 

“As a HOD and a SSM the SSM roles is purely managerial. In 

the HOD roles there is a teaching focus also. I believe a person 

can be a great teacher but not necessary a good manager. 

Leadership is common to both. Also planning, directing, and 

being accountable. While the HOD largely makes controlled 
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decision making, the decision making of the SSM is problem 

orientated. A fix it approach.” 

“The nature of the tasks (between HOD and SSM) are similar 

but on a different magnitude.” (With reference to dealing with a 

certain body of students and staff as compared to the whole 

school) (Mary)   

 

“In general the HOD deals with a specific area of the school 

where we deal with the whole school but we are not recognised 

for this.” (Paul) 

 

“The HOD roles are similar to my roles, however in my roles you 

need to be very flexible in your approach.”  (Rick) 

 

All research participants view their roles as similar to that of a HOD. However, 

both Rick and Mary draw inference to what has been previously identified the 

need for SSMs to be reactive or responsive in terms of the competency 

requirements of their management roles. It is suggested, by inference, that 

the competency requirements of SSMs are paramount, i.e., the ability to be a 

problem solver and decision maker.  

 

In the larger context of sport in society in the last two decades there has been 

a widespread recognition of the growth and importance of a ‘new breed’ 

professional sports manager to direct and oversee the product of sport 

(Parkhouse, 1996).  It is believed this recognition should be also transferable 
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in principle to that of the SSM because of the nature of the management roles 

of the SSM as a ‘mirror’ of that of a specialist sports manager.  

 

The argument presented is founded on interview and observation findings 

and the document analysis of the Education Queensland (2003) document 

outlining the ‘Roles of the Sports Co-ordinator’ (fig.1). The roles, skills and 

competencies listed, which are ratified by research findings, reflect the 

managerial functions (roles, skills, competencies) identified by sports 

management researchers. (Bucher and Krotee, 1998; Chelladurai, 1991, 

Parks and Zanger, 1990; Kelly, 1991).  

 

This research has shown how Chelladurai’s (1991) operative roles model of 

planning, organising, directing (leading), controlling (evaluating), can be 

superimposed over to the Roles of the Sports Co-ordinator (Education 

Queensland, 2003). Therefore, sports management and school sport 

management can be tied together in terms of the requirements of roles, skills, 

and competencies. 

As such it is argued and proposed that the roles of the SSM, by nature of the 

requirements of the position, and the research findings pertaining to the 

practices of the research participants, that the SSM be formally recognised as 

a school management position within school settings and an integral 

component in the field of sports management.  
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6.4.3c Financial recognition 

 

The research participants identified the importance of financial incentives to 

compensate for the responsibilities of the SSM position and the 

corresponding effort involved in meeting the requirements of the 

responsibilities.  

 

“For the job we are not recognised adequately. Why not offer it 

(SSM position) as a paid position along with the spares to do it.” 

(Paul) 

 

(SSMs) “Do a similar role to the HOD but not doing the same 

hours or paid the same.” (Mary) 

 

“I am recognised as a HOD and paid an allowance for the 

responsibility of the position. I would not be prepared to take on 

the roles of Head of Sport unless I received that additional 

allowance. You take on extra responsibility as opposed to a 

teacher who just takes their classes. If you didn’t receive extra 

income resentment could build up. However the intrinsic factor 

must dominate the roles.” (Rick) 

 

From the Education Queensland (2003) document ‘Sports Co-ordinators 

Responsibilities’, SSMs in government high schools do not receive financial 

remuneration for their responsibilities.  Peter, Paul, and Mary received no 
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additional income for the SSM roles but identified it as an issue, especially in 

light of Rick’s arguments for having being paid an additional allowance. In 

Rick’s case being a private school, they can provide remuneration and as he 

identified it was a consideration for accepting the position, although not the 

only reason.  

 

ANALYSIS 

 

Through the results of the data collection processes [interview, involved 

observer] and the researcher’s voice it is concluded that the research 

participants undertake the SSM roles for intrinsic reasons, i.e., challenges of 

job, passion for sport. As identified the time allocated for the SSM position is 

inadequate therefore not considered an attractive ‘draw card’. Despite 

evidence of the ‘proof’ of the intrinsic motivation operating in SSMs the 

difficulty arises when the lethal combinations of no financial recognition, lack 

of time, indifferent support, a lack of professional recognition, persistent 

reoccurring organisational issues and different degrees of staff/student of 

apathy take their ‘toll’ upon the professional and personal welfare of the SSM.  

 

“I agree that (SSM) ‘burn out’ is evident because of external 

factors like lack of support and recognition. You lose your 

passion.” (Rick) 
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Unfortunately, as a consequence of these issues, when left unattended, the 

quality of the school sport experience wanes and does not reach the ‘true’ 

educational objectives it is designed to achieve.  

 

6.5 The professional development needs of school sport managers   

 

As a result of research findings in section 6.3 it is proposed that the roles, 

skills, and competencies of the SSM are similar to that required by a 

professional sports manager (identified through review of literature) in 

meeting the challenges of today’s sport industry. Therefore, it also proposed 

that the professional development needs of SSMs should be similar to those 

needed by sports managers. As a result of this predisposition the success of 

a school sports program will have bearing upon the acquisition of effective 

skills, and competencies that are grounded in academic preparation of SSMs 

and the research development in school sport. Sourcie (1998) supports this 

view through the needs for academic preparation of sports managers: 

 

Sport management has therefore evolved to become a distinct 

professional occupation, and it constitutes a unique field of 

competence which requires specific knowledge and skills, and 

university training (p.16).  

 

As a result of the interview transcripts it is conclusive the research 

participants have undertaken no formal academic program in preparation for 

the SSM position.  
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“I don’t think I had any formal training. I can not remember doing 

any management units of work. I did a PE degree at the College 

of Advanced Education in Sydney. I don’t remember doing any 

course that would have helped me prepare for the roles (SSM).” 

(Mary) 

 

“The only training I have had which has helped me, although I 

didn’t know at the time, was an interpersonal skills workshop 

where we did teambuilding activities. This was useful as we are 

dealing with all staff. It was helpful for at times you have to be 

diplomatic as you are dealing with staff that does not really care 

about sport. At university we studied organising events and 

tournaments. We did not look at the roles of the SSM but how 

you would run one event which is quite different than the week 

by week interschool sport.” (Paul)   

 

I never did any of that. (Referring to what Paul did) It has been 

all on the job training, learning from others experience and ‘trial 

and error’ which has worked fine.” (Peter) 

 

“I did a Bachelor of Education degree and coaching courses to 

level 2. I did a sports management unit at Griffith University. I 

guess I am more self educated in that I read a lot of books on 

management. I have learnt a lot in having a business where you 
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had had to organise and manage people, and setting up 

facilities.” (Rick)  

 

ANALYSIS 

 

From the above transcripts it is evident the academic preparation of SSMs is 

adhoc, varying from totally non existence (Mary, Paul), to indirect partial 

association through subjects undertaken (Paul), to previous industry 

experience (Rick).  This situation supports the claim by Zeigler, Spaeth and 

Paton (1975) that managerial practice in the field of physical education and 

sport has mostly been a trial and error nature but has managed to suffice. 

They describe the process of selection of sports managers as those who 

have worked their way up the ranks as practitioners rather than as ones 

whose training stemmed from knowledge, understanding and skills of 

managerial theory. Although this has changed in terms of the academic 

preparation of sports managers it still applies to that of SSMs.  

 

This situation is not limited to the Queensland experience. Oversees based 

research into school sport supports also the need for higher education 

programs to prepare more adequately school sport managers for their roles if 

the quality of the school sports program is to be enhanced (Moon, 1998; 

Kindler, 1993). The research findings of this study support Evans’s (1990) 

observed criteria for selecting SSMs in Australia as being that of either a 

volunteer or physical education specialist who are generally energetic and 
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committed to the roles. Unfortunately these findings show that in 17 years 

there has been little progress in the academic preparation of SSMs.  

 

Additionally it is the researcher’s viewpoint, in light of the research findings, 

the proposals for future sport education management education outlined by 

Smith and Westerbeek (2004) is applied to school sport management 

education. The authors advocate that professionalism in sport management 

education needs to be achieved through; 

• Higher education authorities being more accountable in standardising 

sport management curricula. 

• The need for a universally recognised professional association that 

establishes benchmarks for sport management practitioners like 

lawyers, accountants etc.  

• The provision of a code of behaviour to guide the ethical discharge of 

sport management graduates’ work.  
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CHAPTER 7 

A CASE FOR DEINSTITUTIONISATION AND REINSTITUIONALISATION 

OF SCHOOL SPORT MANAGEMENT VALUES AND PRACTICES 

 
7.1 The case 

The structure of School sport and the management of it have built upon 

normative and mimetic principles and influenced by coercive conditions. The 

appointment and education of ‘Sportsmasters’ has been adhoc but accepted 

by organisational symbols, Education Department and school management 

as ‘this the way it has always been done’. This is supported by research 

findings [research participants’ response to interview question relating to how 

they became a SSM]: 

 

“Not ‘you beauty’, I would like to do this. It was you are going to 

take this role on. I guess I was selected because I was young 

and new. I guess they thought I was capable in my 

organisational capabilities.” 

“He (HOD mentor) showed me the ropes and then I took it on as 

my own job and then went from there. I knew what to do from 

helping and watching him.” (Mary) 

 

Similarly the research findings in this thesis indicate there are a lack of 

professional, time and financial recognition of SSMs when compared 

normatively and mimetically to their counterparts, i.e., Head of Departments 

in schools and professional Sport Managers who perform similar roles, skills, 

and competencies. This on one hand can be considered constraining. They 
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place pressures upon the work performance of SSMs to achieve a quality 

school sport experience. While on the other enabling in that they can be 

viewed as a catalyst for introducing institutional change. The catalyst being 

the research findings that substantiate the managerial roles, skills and 

competencies of SSMs and secondly the need for new processes to be 

introduced with regards to the academic preparation, professional recognition 

and remuneration of SSMs. DiMaggio and Powell(1983) state that through 

education, socialization, and professionalisation of an institution, normative 

influences take hold. Similar experiences are shared. Similar backgrounds 

are demonstrated.   

 

In contrast to evolution change, revolutionary change needs to take place for 

the new processes to be implemented. Tushman, Newman and Romanelli  

(1986) indicate revolutionary change takes place in response to a major 

change in an organisation’s environment requiring a “simultaneous and sharp 

lift in strategy, power, structure, and controls” (p. 31). Organisations that 

make a change from one design type to another, that is, a move from a 

simple structure to a professional bureaucracy, exhibit revolutionary change 

(Slack and Parent, 2006). Slack and Hinings (1992) saw this type of change 

occurring in many of Canada’s national sport organisation during the 1984 to 

1988 period. Kikulis, Slack, and Hinings (1992) provide a framework for 

understanding this type of institutional change. 

 
In a sport management article pertaining to institutional theory, Kikulis (2000) 

reviewed why institutional theory could provide a better understanding for 

managing change in Canadian National Sport Organisations (NSO).  In an 
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analysis of previous research looking at how National Sport Organisation 

went from volunteer staffed organisation to organisation with paid 

professional staffs, she felt there was a need to consider the “coercive 

pressures that come from not only the government, but the legal environment 

and cultural expectations” (p. 301).  In Canada the government requires that 

before a National Sport Organisation is recognized as a non-profit entity 

certain “legislative requirements must be followed” (p. 301).  Additional 

requirements include a volunteer board that is legally accountable for the 

organisation’s activities and affairs.  These are some of the coercive 

influences on national sports organisation in Canada.  The government 

partially funds the national sports organisation directly in Canada (a different 

model when compared to the U.S.).  The government exerts pressure on the 

National Sport Organisation to adopt certain standards before they can 

receive funding.   

 

Through her research, Kikulis (2000) found that volunteer boards have 

become institutionalised in national sports organisation (a mimetic process).  

She found “in NSOs, as in other nonprofit organisation, the volunteer board is 

a deep structure and core practice that demonstrates traditionality” (p. 308).  

These boards have created the “values, history, and tradition that provides 

continuity and enables change in organisation” (p. 309).  The challenge she 

discovered is when the normative influences begin to clash with this tradition.  

Paid executives have been hired because of increased demands for fund 

raising, greater organisational effectiveness and efficiency, the “institutional 

pressure of state involvement in sport policy” (p. 313).    
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Kikulis (2000) creates a model based on previous research by Berger and 

Luckman (1967), Oliver (1991, 1992), Tolbert and Zucker (1996), and Zucker 

and Darby (1997) that illustrates the various phases an organisation proceeds 

through as it becomes institutionalised.  These are the stages, levels, and 

processes of institutionalisation according to Kikulis.  

 
 
In a second case example, DiMaggio (1991) looked at institutional theory 

again with a description of the “structuration of one organisational field, U.S. 

art museums” (p. 268).  DiMaggio studied the rise of professionalism in 

museum workers, the influence of the Carnegie Corporation, and the 

“emergence fieldwide organisation and developing consensus about many 

aspects of museum form and function” (p. 268).  Concentrating on two distinct 

models, one with a focus of collection and conservation and the other with a 

focus of education and exhibition, DiMaggio found conventional museums in 

the early 20
th

 century were governed by different control methods based on 

their mission.  The collection and conservation group wished to acquire more 

art and preserve what it had acquired while the education and exhibition 

group looked to increase their budgets and staff “through extension of public 

service and attendance and increases in municipal support” (p. 272).    As the 

number of museums grew, organisation began to form to represent them.  

Universities began to embrace the arts and other organisation began to form. 

Universities began to train art specialists.  Philanthropic groups started large 

funding efforts with the Carnegie Corporation being one of the most active 

supporters of the arts.  Money and professionalism began to influence the 

activities of museums (coercive, mimetic, and normative isomorphisms).  
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Concluding, he states “Administrative professionalism is especially prominent 

in fields dominated by nonprofit organisation.  Nonprofits are less likely than 

proprietary firms to be oligopolies, less likely to be highly competitive, and 

more likely to depend upon institutional as opposed to technical sources of 

legitimacy” (p. 288).   

 

DiMaggio and Powell (1991) account in that the two of the three forms of 

isomorphism described, mimetic and normative, involve managerial behaviors 

at the level of taken-for-granted assumptions rather than consciously strategic 

choices. Traditionally, the appointment of SSMs has not been based on 

academic preparation to meet the roles requirements but generally as a result 

of a teacher’s affiliation with, and enthusiasm for the sport experience. On 

most occasions the appointment going to a Physical Education teacher 

because of his or her perceived training for the position. Through this 

practice, organisational diversity and the need for organisational change has 

been ignored or not disclosed. Risk aversion is suggested as a plausible 

reason for this practice, i.e., again, we have always done it this way.  

 

Baum and Oliver (1991) suggest that organisations [e.g., Education 

Queensland] that conform to institutional norms [e.g., the appointment and 

recognition of the roles of SSMs] become optimal, if not efficient, in the sense 

they increase their survival capabilities [e.g., accept the need to counteract 

the current decline of the quality of the school sport experience] by 

conforming to these norms, therefore minimising the risk of organisation 

change. 
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Clearly organisation and institutional norms can change over time, but two 

fundamental questions remain largely unanswered: where does the impetus 

for change come from, and how might organisations respond to pressures for 

change?  

 

Greenwood and Hinings (1996) suggest that change can be only understood 

by comprehending the precursors of deinstitutionlisation, those features of 

organisation that produce adoption and diffusion as apposed to resistance 

and inertia. Deinstitutionalisation is the erosion or discontinuity of 

organisational activities and practices, which through the force of habit, 

tradition, or history have come to be accepted as legitimate (O’Brien and 

Slack 1999).  

 

This research study puts forward an argument for the process of 

deinstitutionalisation as it relates to school sport management.  It is proposed 

that the research findings, in the context on school sport, sport management, 

and the contemporary sport experience, provide the forces that warrant the 

need for deinstitutionalisation. 

 

 In the context of the work of Oliver (1992), until this time, the roles and 

academic preparation of the SSM has been anathema to relevant 

stakeholders, or organisation actors, i.e., Education authorities, school 

administrators, university pre-service courses, state and professional 

associations, SSMs themselves, through forces of habit, history, and tradition. 

Therefore what is unquestionably accepted has become for reasons outlined 
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above, institutionalised. However, just as, the social, political and economic 

forces cause things to be institutionalised, it can be also deinstitutionalised 

(O’Brien and Slack, 1999).  The position of the researcher is to challenge 

previously legitimated actions associated with the recognition of and 

academic preparation of SSMs through the applied findings of this case study 

research. Thus, in the same way that according to institutional theory, 

structural arrangements in an individual organisation (i.e., data collection and 

findings of research participants in this case study research) begin to 

resemble, or become isomorphic with, those manifest in wider institutional 

environment ( i.e., typology of results as applied to all schools ) ( DiMaggio 

and Powell, 1983). 

 

Oliver (1992) identified five forces which influence the process of 

deinstitutionalisation: political, functional, social, entropic and inertia 

pressures. Mounting performance crisis which may bring with it the threat of 

failure or obsolescence is a political response considered to be one causal 

factor for deinstitutionalisation. The research findings support the evidence of 

this political response. Research participants identify a lack of time allocated 

by educational authorities to fulfill the SSM roles’ requirements, the lack of 

recognition of the roles of SSMs as a classified managerial position, and the 

lack of formal training as causal political factors that threaten the successful 

fulfillment of the SSM roles. The employing authorities govern the conditions 

[time allocation] in which SSMs can fulfill their roles. While the training 

authorities [universities and education authorities] govern the preservice 

training and continuing professional development of SSMs. There is an 
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identified need for employing authorities to recognise the roles, skills and 

competencies of SSMs as that of management. In doing so they will also 

recognise that SSMs need to be trained adequately and be allocated 

sufficient time to fulfill their roles.  If the employing authorities recognise that 

the roles, skills and competencies of SSMs are that of management it is 

proposed that adequate financial remuneration be allocated to the SSM to 

reflect this recognised job status. 

 

Oliver asserts that changes in the functional necessity [i.e., the changing roles 

of SSM in the context of the changing pressures of contemporary sport] act 

as antecedents for deinstitutionalisation. These include internal pressures for 

SSMs to be accountable for the school sport experience in terms of 

professional development of teacher coaches, barriers to organisation of 

school sport [e.g., buses and venues], duty of care, changing needs and 

values of students participating in school sport, and the association between 

school and community sport. The pressures on SSMs  which operate intra-

organisationally or can arise from the organisation’s environment are then 

moderated in their effect on the velocity and extent of deinstitutionalisation by 

competing forces of organisational inertia and entropy both which occur 

inherently with the organisational field (O’Brien and Slack, 1999).  

 

Organisational inertia tends to cause resistance to change as institutionalised 

values and operations tend to increase predictability and hence stability within 

the organisation, e.g., “SSMs have been trained, appointed, and function in 

this way, why change?” In light of research findings these inertial forces may 
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arise when the vested interests of the influential actors [i.e., Education 

Queensland, school administration, University pre service trainers] are 

challenged as a result of impending or proposed change i.e., the need to 

academically prepare SSMs, the need to recognise the position of SSM [e.g., 

status and monetary remuneration], and to provide adequate resources [e.g., 

time allocation and professional development] to fulfill the SSM roles.  The 

researcher proposes these may be identified barriers to institutional change 

that stem from the findings of this research.  

  

This is theoretically supported by O’Brien and Slack (1999): 

 

What can effectively ensue, is that Organisation can often be  

hindered  in their efforts to effect revolutionary change as a 

consequence of the very culture that fostered success in the past, 

even when that culture  is being delegitimised by changing 

institutional conditions. (p. 30)    

 

On the other hand, the pressures of organisational entropy [i.e., the 

consequences of the research findings] erode previously taken for granted 

roles, routines, and procedures for training, appointing and recognising the 

roles, skills and competencies of SSMs, i.e., the coercive, mimetic, and 

normative pressures.  Similarly the entropy pressures identified in this 

research can be supported by the research of Clark and Soulsby, as cited in  
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O’Brien and Slack (1999). They suggested: 

 

Patterns, practices, and procedures, as well as their underlying logic, 

become incongruent with the assumptions of legitimacy, credibility 

and normality in society. At the micro level, key actors [research 

participants, researcher as an actor] begin to question the way things 

are done in the organisation, and the existing customs and practices 

are revealed as inappropriate or non-rational, both in terms of what is 

required in the institutional environment, and in terms of the 

organisation’s internal, formal coherence. (p. 222)  

 

It is perceived that what may happen as a consequence of organisational 

inertia and entropy working is conflict between perspectives and as such 

would require a deliberate effort to deinstitutionalise values and practices that 

are no longer deemed legitimate (Oliver 1992). This will require the effort by 

dominate coalitions in the organisational field, i.e., Education Queensland and 

University pre service providers, to institutionalize the new interpretive 

schemes, [i.e., in relation to the academic training of SSMs and 

accompanying changes in work recognition and compensation], and relevant 

structures that accompany them.  

 

The power of change in the process of deinstitutionalisation and 

reinstitutionisation is held by dominate coalitions who use utilize their 

resources to guide changes according to their intentions. Bartunek (1984) 

suggests that organisation leaders [i.e., Education Queensland ] can have a 
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regulating effect on the nature of change taking place in their organisation by 

increasing political control over which actors get “heard” and which do not, 

i.e., the acceptance and legitimizing of the research proposals for 

organisational change.    

 

Traditionally institutional theory has had little to say on how and why 

institutional norms change (Powell 1991). A variety of challenges meet the 

formation of any new organisation.  These challenges are particularly 

daunting at the beginning in an organisation’s formative years (Aldrich and 

Fiol, 1994).  An evolving organisation has no background, no history by which 

it is to be judged, and therefore lacks legitimacy in the eyes of others.  It is 

this lack of legitimacy that is “critical, as both entrepreneurs and crucial 

stakeholders may not fully understand the nature of the new ventures, and 

their conformity to established rules may still be in question” (p. 645).  This 

lack of legitimacy, both cognitive and sociopolitical (p. 646), confronts any 

new Organisation.  “New industries emerge when entrepreneurs succeed in 

mobilizing resources in response to perceived opportunities” (p. 647).    

 

Sociopolitical legitimation “refers to the process by which key stakeholders, 

the general public, key opinion leaders, or government officials accept a 

venture as appropriate and right, given existing norms and laws” (Aldrich and 

Fiol, 1994, p. 648).  Will SSM accept the new academic requirements to meet 

role requirements which in turn substantiate remuneration entitlements? Does 

the public [i.e., parents, sporting organisation, and government agencies] 

accept the need for deinstitutionalising and reinstitutionising school sport 
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management?  Will school authorities and educational authorities provide the 

resources to instigate changes?   

 

 Scott (2001) wrote about state, professional and trade associations 

bestowing recognition on organisation.  Deephouse (1996) refers to this as 

“regulatory endorsement…the acceptance of an organisation by the state 

agencies that formally regulate it” (p. 102).  

 

“Founding entrepreneurs [ researchers] must build a knowledge base that 

outsiders will accept as valid, and yet they have no external source of 

validation from which to argue” (Aldrich and Fiol, 1994, p. 652).  The leaders 

[Educational authorities, Universities responsible for academic preparation of 

SSMs, School authorities] must somehow convince all those involved 

[stakeholders] that the goal is obtainable and that they know the way.  Trust 

must be developed between the leaders and the rest of the group.  This is in 

an effort to avoid confusion and uncertainty for potential stakeholders when 

competing ideas and groups form [resistance inertia] that may reduce the 

effectiveness of the organisation [school sport management].   

 

The underlying perceived value of the school sport experience as viewed and 

positioned by Education authorities in the context of its roles in schools is 

considered by the researcher a major organisational symbol that will support 

their intention for the deinstitutionalisation and reinstitutionalisation of the 

values and beliefs that underpin the management and training of SSMs. This 

is found in the findings outlined in the draft document; ‘Sports Strategy for 
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Queensland State School’ (Queensland School Sport Council, 2000) The 

document supports not only the case for deinstitutionalisation and 

reinstitutionalisation of school sport but for further consideration of 

deinstitutionalisation and reinstitutionalisation of the values and beliefs that 

underpin the management [roles, skills and competencies] of school sport as 

it currently delivered. The issues include a consideration of the; 

 

• A long term decline in the level of student involvement in school sport 

• A decline in student involvement in school sport as they progress from 

primary to secondary school and from lower to upper secondary 

• A declining proportion of state school students in representative sports 

teams 

• Fewer school staff appearing to take active roles in school sport. 

• Fewer schools having proactive and comprehensive sports programs, 

leading to the downgrading and marginalisation of sport in some schools. 

 

The challenges to be met, in addressing the issues above, are multifaceted. 

They range from  

 

1. Formally recognising and positioning the roles and value of sport in the 

school curriculum, especially in relation aligning this position with the 

Education Queensland 2010 document proposals.  

2. Setting targets for numbers of student participation rates and quality of 

sports programs at school level 
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3. Introducing pre-service sport training for teachers and opportunities for 

professional development of current teachers 

4. Negotiations with relevant employee unions to establish a set of 

conditions for employees involved in school sport organisation 

5.  Developing strategic alliances with community based sport associations 

                                (Queensland School Sport Council, 2000) 

 

From the above the two key elements identified are; student participation 

numbers are declining and teachers’ willingness to be involved in school sport 

is waning. They both suggest that teacher training through professional 

development, school sport programming, school sport promotion and 

employment conditions are areas needing attention. This would have bearing 

on the roles, skills, and competencies of SSMs in addressing the tasks 

outlined. If left unattended, the SSM could be faced with a non-fulfilling, 

stressful job that receives little managerial recognition and financial reward.  

   

Other organisation symbols are considered economic and politically based. 

These are considered the cost of reinstitutionalisation [i.e., remunerating 

SSMs as a result of approving the managerial classification of SSMs, and 

increasing the time allocated to fulfill the requirements of the position], and 

secondly, the pre requisites for reinstitutionalisation [i.e., qualifications and 

suitability of SSMs to fulfill the managerial roles]. The successful 

implementation of the latter is entrenched in the demand for Universities to 

provide pre and post service courses, in school sport management, and the 
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establishment of professional associations to support the discipline of school 

sport management.  

 

Greenwood, Suddaby and Hinings (2002) suggest that professional 

associations are important for three reasons. First, they are a means by 

which an organisation interacts and collectively represents themselves to 

themselves. Second, professional associations act as the means by which 

communities represent themselves to others in the organisational field as a 

process of legitimising identity and role. Third, “professional associations can 

play an important role in monitoring compliance with normatively and 

coercively sanctioned expectations (p. 62).” As such professional 

associations are often included as part of the explanation for sustained 

resilience of institutional practices that can either defend the status quo or 

legitimate change. The establishment of professional associations in sport 

management has provided a ‘voice’ for enhancing the discipline of sport 

management. Unfortunately, SSMs have no distinct professional association 

to date and as such there is a lack of associated professional development, 

monitoring and disciplining of SSM behavioral guidelines, and an 

entrenchment of school sport management values and practices.  The 

establishment of a professional association for SSMs will play an important 

role in theorizing and facilitating change, endorsing innovations and shaping 

their diffusion into the profession (Greenwood, Suddaby, Hinings, 2002).      

 

The process for implementing institutional change in current school sport 

management practices is embedded in case argument presented above and 
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proposed in a stage development according to the model adopted by 

Greenwood, Suddaby, and Hinings (2002). In their case study they outlined 

six stages of Institutional change in which there is movement from 

isomorphism to deinstitutionalisation to reinstitutionalisation. These stages 

are: 

 

1. Precipitating Jolts. These jolts may be social, technological, or 

regulatory based. They cause upheaval to previously accepted 

coercive, mimetic or normative “structuration” (p.59). In the case 

of this research study the research findings represent the 

precipitating jolts.  

2. Deinstitutionalisation. The jolts may precipitate the entry of 

new players, the ascendance of existing actors or local 

entrepreneurship. “Their effect is to disturb the socially 

constructed field-level consensus by introducing new ideas and 

thus the possibilities of change” (p.60). This is representated by 

the researcher’s recommendations for new school sport 

management values and practices to be adopted to enhance 

the quality of the school sport experience. 

3. Preinstitutionalisation.  In this stage the organisation 

innovates, independently investigating technically viable 

solutions to perceived problems. At this stage solutions may be 

either institutionalised or not institutionalised. In the arena of 

school sport management it is the coercive and normative 

influences of regulatory agencies, i.e., education authorities, 
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mimetic influences of community based sport, and barriers 

associated with the cultural-cognitive elements of SSMs that will 

either enhance or stifle the need for identified institutional 

change practices in school sport management.   

4. Theorisation. How new practices are adopted is suggested by    

 Strang and Meyer (1993) as a process that begins as 

theorisation chains of cause and effect. The theorisation 

process involves the specification of general organisational 

failing, the justification of a possible abstract solution and 

supported by moral and/or pragmatic legitimacy. Theorisation is 

integral to institutional change. It is the rendering of ideas into 

understandable and compelling formats. It is the findings of this 

thesis that represents how issues relating to SSMs are 

interpreted, represented, translated, justified and proposed for 

normative development (i.e., the process of theorisation).   

5. Diffusion. When new ideas are compelling presented (i.e., the 

findings of this research are supported and justified) and they 

are more appropriate than existing practices the stage of 

diffusion occurs. 

 

 This transition is achieved either by nesting and aligning new 

ideas within prevailing normative prescriptions, thus giving them 

“moral” legitimacy……and/or by asserting their functional 

superiority, or “pragmatic” legitimacy (Greenwood, Suddaby, 

and Hinings, 2002, p.60).  
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As new ideas (innovations that evolve from the research 

findings) diffuse they become objectified.  

6. Reinstitutionalisation. When the new ideas themselves are  

accepted as taken-for-granted they are cognitively legitimised. 

Once reinstitutionalised the new ideas become the definitive 

way of behaving (isomorphism).  

 

Legitimacy is supported in this thesis by parallels that have been drawn within 

the organisational field between the role, skills and competencies of SSMs, 

Sport Managers and Head of Departments in schools and the issues 

identified in the performance of SSMs’ role. However, in the case study of 

Greenwood, Suddaby, and Hinings (2002) legitimacy is not based upon 

anticipated economic returns but on the process of intra professional 

legitimation that occurs as a result of the influences of regulatory agencies in 

the theorisation process.  

 

Upon acceptance by the regulatory agencies other major stakeholders in the 

organisational field (i.e., the internal and external environment, e.g., 

institutions for academic preparation of SSMs, community sporting 

organisation, SSMs as a collective group) that have influence upon the 

performing of the roles, skills, and competencies of the SSMs will have 

bearing upon further legitimisation or resistance to the facilitation of Stages 3-

6 in Greenwood, Suddaby and Hinings (2002) model.  
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7.2 Concluding statement 

 

The research findings and discussion empirically demonstrate that a number 

of factors cited by theorists (Oliver, 1992; Greenwood, Suddaby and Hinings, 

2002) of Institutional Theory can be identified as precursors for change in the 

values and practices that underpin management of school sport. As such this 

research contributes to the general understanding of how the values and 

practices that underpin the management of school sport have been shaped 

by historical institutional forces that are now outdated. By focusing on the new 

values and practices that are associated with school sport management it 

demonstrates the need for revolutionary change to how SSMs are 

professionally recognised. 

 

This research study demonstrates the need for the introduction of new values 

and the delegitimisation of existing values and practices associated with 

school sport management. The extent to which institutional change will result 

in deinstitutionalisation and reinstitutionalisation of existing values and 

practices of the management of school sport will  markedly be affected by the 

acceptance and manipulation of organisational symbols by dominate 

coalitions, [i.e., education authorities and universities] (Oliver, 1992).  
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CHAPTER 8 

CONCLUSIONS 

 

This chapter presents a summary of the research findings of the preceding 

chapters, including purpose, methodology, and major findings. The 

conclusions are drawn from the;  

• discussions in chapter 6 where data analysis was supported or refuted 

by the review of literature.   

• discussions in chapter 7 that applied institutional theory to argue the 

need for institutional change with regards to the training, employment, 

and recognition of the SSM’s roles in ‘steering’ school sport towards 

achieving its educational purposes.  

 

The evolution of contemporary sport has left behind the ‘tag’ of amateurism 

when it comes to delivering sport to consumers. There is an increasing ‘call’ 

for professional sport management to meet the demands of corporate 

support, the growth of professional sports people, the shift in the needs of the 

sports consumer and the greater recognition of the need for accountability in 

the  practices and procedures followed by those in the management. The new 

breed of sport managers need to be well trained informed, and able to 

function successfully within the environment in which sport exists. According 

to Zeiger (1987), DeSensi et al (1990), Bucher and Krotee (1998), Smith and 

Westerbeek (2004) this fact has become increasingly crucial to the quality of 

the sport experience.  
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Given the premise that the school sport experience is subsumed in the larger 

context of sport in society it is also deemed critical for today’s SSMs to keep 

pace with the changing parameters of sport in order to chart the course for 

the school based programs of tomorrow. It has been demonstrated that the 

quality of the school sport experience is dependent on many variables, as 

identified in Figure 8.1.  

 

Although the educational benefits of school sport are recognised across 

educational departments worldwide research studies (O’Hanlon, 1980; CAS, 

1997; Tinning and Fitzclarence, 1992; Giroux, 1997; Grupe and Kruger, 1994) 

indicate that there are ‘flaws’ with the current the school sport experience. 

These ‘flaws’ need to be addressed. At the ‘engine room’ of delivery of the 

school sport experience is the SSM. The SSM is the ‘connective tissue’ that 

binds the variables together to ensure the assigned educational values of 

school sport participation is achieved. In turn, this is dependent upon the 

ability of the SSM to fulfil his/her management requirements (i.e., roles, skills 

and competencies) which are dependent upon job understanding, 

preparation, and experience, personal attributes, and the levels of support 

provided by stakeholders, as previously identified in Figure 8.1.  

 

The purpose of this study was to investigate the roles, skills and 

competencies of SSMs. To keep on the cutting edge and advance the 

discipline of school sport management into the future, it is crucial to better 

understand the roles of school sport managers in schools. The research 

findings offer possibilities for improving not only school sport practices, but 
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serve as a guide for universities and other pre and post vocation institutions 

to develop and regulate courses to be used for the  professional certification 

of SSMs.  

FIGURE 8.1:   The Variables influencing the Quality of the School Sport 
Experience (Source: Milne, 2006) 
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Another outcome of the study was to contribute to the literature which is 

needed for the field of school sport management to seek academic 

respectability and recognition as a professional field. Therefore the general 

purpose of this research study was to investigate the roles, skills and 

competencies of sports managers operating in sport contexts and draw 

inferences to the roles, skills and competencies required of SSMs. The 

literature review and the research findings support the researcher’s position 

view that the roles, skills and competencies of SSMs ‘mirror’ that of sports 

managers. Parallels can also be drawn between curriculum Head of 

Departments in Schools with the managerial role of SSMs.  

 

The subjects for this study were school sport managers [SSMs] from three 

government high schools and one non government secondary college. The 

four subjects consisted of three males and one female. The sizes of schools 

were small, medium and large in terms of student population. A case study 

approach was used as the basis for the research methodology. Through the 

use of interviews, document analysis, observations and autoethnography 

‘thick descriptions’ of the phenomena’s under study (i.e., the research 

problems) were generated. From the process of data collection evolved the 

process of making sense of emic and etic representation of data. Using 

hermeneutics (Bleicher,1980) as a philosophical basis for interpretation the 

researcher adopted the theoretical modes of analysis relating to pattern 

matching, explanation building (Yin, 1994) and ‘constant comparison’ theory 

(Glaser and Strauss, 1967) to obtain deep understanding of the roles, skills 

and competencies of SSMs as they relate to the research questions. This 
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process allowed the researcher to analyse the findings with the aim being to 

generalise a particular set of results to some broader propositions (Yin, 

1994).  

 

The findings of this study were organised around the following research 

questions: 

 

1. What is the personal and professional profile of SSMs? 

2. What are the managerial roles, skills and competencies needed of 

SSMs? 

3. What are the specific issues that influence the roles, skills, and 

competencies of SSMs? 

4. What are the professional development needs of SSMs?  

 

The following is a summary of the research findings found in Chapter 6 and 7 

and researcher’s recommendations.  

 

Personal and professional profile of SSMs 

 

The research participants share similar traits and professional backgrounds. 

They are all physical education teachers with passion for the job but have 

received no formal training for their SSM position. Largely, through a process 

of ‘learn by doing’ and evaluating the SSMs have built upon prior experiences 

to acquire the managerial skills and competencies required to fulfil the roles 
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of their current position. These findings are supported by research (Evans, 

1990; Zeiger et al, 1975).  

 

Although all the research participants are considered by the researcher to be 

competent in their respective management positions the questions that need 

to be asked is the process of SSM selection satisfactory? Should it be more 

than a teacher, (generally a physical education teacher), who has worked 

his/her way up the ranks as a practitioner through commitment and energy 

but rather than one whose training stems from knowledge, understanding and 

skills of management theory?  

 

Managerial roles, skills, and competencies of SSMs 

 

Research findings are conclusive that the roles performed by the SSM fit 

within the framework and descriptions by sports management theorists of 

sports managers (Chelladurai, 1991, 1985; Mitzenberg, 1975; Shilbury and 

Deanne, 1997, 2001). SSMs employ the traditional management roles of 

planning, organising, leading (directing) and controlling (evaluating). These 

roles are shown to be necessary for the management of school sport. A key 

requirement in the implementation of the roles is leadership. The SSMs by 

nature of the roles requirements and their implementation of to meet the 

leadership prerequisites outlined by leadership theorists, e.g.  Frank, 1993; 

Hershley and Blanchard, 1992; Bennis, 1994, Bateman and Snell, 2007.  
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It is proposed that the SSM roles can be superimposed over the Work Profile 

for Sports Coordinators (Education Queensland, 2003) that was a document 

that was reviewed as part of document analysis in this research study. This is 

significant because it serves to support the view that the ‘label’ of Sports 

Coordinator is antiquated. Further investigation of the Education Queensland 

document and its relationship to the research findings indicates that the 

responsibilities of the Sports Coordinator can by categorised as skills and 

competencies that reflect those associated with managerial functions 

identified by sports management researchers (Bucher and Krotee, 1998; 

Chelladurai, 1991; Parks and Zanger, 1990, Kelly, 1991, Katz, 1974; Zeiger 

and Bowie, 1983; Mitzenberg, 1975).  

 

Another significant factor is that the research participants had not received 

from their employing authorities upon commencement of their SSM position 

information outlining the roles, skills and competencies required for the 

position. This is despite the fact the Education Queensland work profile was 

available.  

 

Table 6.2 identifies how the managerial roles, skills, and competencies of the 

research participants ‘mirror’ the skills and competencies requirements of a 

sports manager. The emphasis placed upon the skills and competencies 

requirements reflected the importance they have in relation to the delivery of 

the school sport experience and the amount of time needed to employ them. 

The practical application of these skills and competencies reflected the 

requirements identified by management theorists in Systems Theory 
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(Bertalanffy, 1968), Decision Theory (Vroom, 1973), and Contingency Theory 

(Fiedlier and Chelmers, 1984; Minter, 1990).  The skills identified were those 

required in facility management, fiscal management, event management, 

sports information, programming, organising, human resource management, 

sports promotion, and risk management. The competencies identified were 

decision making, problem solving, leadership, evaluating, motivating, conflict 

resolving, stress management, time management, and communication. 

 

The most significant elements of the SSM position have to do with the non 

routine tasks that demanded the utilisation of competencies which tend to be 

cognitive orientated. These findings are supported by Mitzenberg (1975) that 

these competencies form a gestalt with different emphasis given to each 

competency. The findings consistently indicated that the SSMs were 

operating in stressful situations where management success was dependent 

upon their ability to make decisions in response to problem situations which 

occurred on a regular basis. This supports Boucher’s (1998) research that the 

central focus for preparing sport managers is the skill of decision making. 

 

From the research findings it is recommended that: 

 

• All current and future SSMs should be provided with guidelines that 

describe their roles and outline the skills, and competencies required. 

This initially could be accomplished by using the Education 

Queensland Work Profile as a bench mark template.   
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• The current title of Sports Coordinators in government secondary 

schools should be changed to reflect the true nature of the position, a 

manager of school sport. The title of Head of Sport in private schools is 

one option. However, as the research findings indicate that the roles, 

skills and competencies requirements of the position are similar to 

those of a sports manager operating in the field of sports management. 

Therefore it is proposed that the Sports Coordinator title reflect this 

premise, i.e., School Sport Manager (SSM). 

 

This study has revealed that the identification and assessment of SSMs’ 

skills and competencies have practical implications for both the selection 

and training of SSMs.  To establish a larger, evidence based platform for 

selection and academic preparation of SSMs it is recommended that this 

research study be extended to a wider audience, i.e., current SSMs in 

secondary schools throughout Queensland.  

 

 School sport issues that influence the roles, skills, and competencies 

of SSMs. 

 

 The roles of school sport 

 

On one hand the literature review acknowledges both the educational value 

of the school sport experience as an integral part of the education of 

participating students, and the importance of the school sport experience as a 

forerunner, link and sublimation of sport in society.  On the other hand it 
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acknowledges the consequences that result from a negative sport’s 

experience.  SSM’s, in conjunction with all stakeholders (refer to figure 8.1), 

have an important evaluative roles in the management of school sport. 

 

As discussed in chapter 6 (section 6.4.1) research findings indicate that the 

research participants are having to counteract what current research is 

producing, that there are a long term decline in the level of student 

involvement in school sport and fewer staff are appearing to take an active 

roles in school sport (Queensland School Sport Council, 2000; Petlichkoff, 

1996). Conclusively the SSMs recognise the contributing factors and place 

much emphasis on the need to constantly motivate and lead students and 

staff into recognising the value of the school sport experience. In addition to 

not being formally trained in motivation and leadership their efforts are often 

restricted by the constraints of their job. In essence, they are putting out fires 

or plugging up holes or attending to the parts rather than attending to the 

development of conceptual skills (Katz, 1974) through the evaluative roles of 

their managerial position (Chelladurai, 1985, 1991). These challenges (i.e., 

school sport philosophy [mass participation and / or elite], lack of support, 

lack of playing surfaces, costs etc) are multifaceted and appear to have no 

finite solutions. From the findings the SSMs are frustrated.   

 

From the research findings it is recommended: 

 

• There is a need to advance the body of knowledge in relation to the 

school sport experience (refer to Figure 8.1) by building upon current 
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youth sport literature. Two areas proposed for attention are that of the 

‘voice’ of the school sport participator and the relationship between 

community based sport development and school sport. The findings of 

the Confederation of Sport (1997) and Queensland School Sport 

Council (2000) provide a platform for further research.  

• Education, School Sport authorities, sporting organisation, sport 

management associations, SSM representatives come together to 

review the roles of school sport and develop strategic directions for the 

development of school sport in the future. These directions will need to 

be effectively communicated to all stakeholders, implemented, 

monitored and evaluated. The roles of the SSMs are crucial in the 

specified future directions of the school sport experience. As such, 

based upon the findings of this study, their current and future roles 

needs to be more professionally recognised.  

 

The professional development of sport teachers  

 

As previously stated, at the ‘cold face’, it is the sport teacher who is 

responsible for facilitating the school sport experience. The quality of the 

school sport experience will reflect the provision of qualified and enthusiastic 

sport teachers. Research indicates that the fewer teaching staff are taking an 

active roles in school sport. At the core of reasons for this is the inadequate 

pre service training of teachers to take sport, and lack of support (financial 

and time allowance) to enable teachers to undertake professional 

development programs, e.g., Teacher Coach Accreditation Program. The 
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findings of this study support the need to address this issue in order to 

achieve a quality school sport experience. 

 

It is recommended from these findings that: 

 

• A formal research study investigates this issue as it operates in 

government and non-government schools. This study would 

incorporate training, attitudes, issues and support of sport teachers. 

• Teacher training institutions investigate the compulsory inclusion of 

the Teacher Coach Accreditation Program as part of its academic 

requirements for pre-service teachers. Also this should be supported 

by the employing authorities as a condition of employment.  

• Existing sport teachers continue to be provided with support from 

employing authorities to upgrade coaching accreditation through a 

State wide campaign. Secondly any barriers that restricts teachers 

from achieving this outcome be removed, e.g., insufficiency of 

Teacher Relief Scheme [TRS] allowances. 

 

The recognition of the school sport manager’s position 

 

Conclusively, the research findings indicate that despite the passion of the 

SSMs for sport difficulties arise when the lethal combinations of no  

professional recognition, no or inadequate financial remuneration, lack of 

time, indifferent support, persistent, reoccurring organisational issues and 

varying degrees of indifferent staff/student attitudes take their toll upon the 
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professional and personal welfare of SSMs, i.e., ‘burn out’.  If these issues 

are left unattended it is proposed that the quality of the school sport 

experience will not reach the ‘true’ educational objectives it is designed to 

achieve. 

 

 Time recognition 

 

From the conclusive evidence of the research participants the time allocated 

to do the SSM roles is inadequate and there is ‘fall out’ as a result. It is an 

inhibiting factor for SSMs in striving to achieve a high quality school sport 

experience. As a consequence they operate under stress which requires 

them to organise both their professional and personal lives with a high level of 

time management competency. Also the time needed for the SSM to perform 

valuable conceptual skills is ‘swallowed up’ by performing routine 

administrative tasks and ‘putting out fires’. Mitzenberg’s (1975) research 

supports this finding. The final ‘fall out’ identified was the effect that a lack of 

time allocated for the position had upon the teaching classes of the SSM 

especially on sports day. “Your teaching suffers from it.” (Peter) This occurred 

despite the fact that the SSMs were professionally committed to teaching. 

 

From the research findings it is recommended that: 

 

• Education authorities develop a formula to establish time allocation for 

SSMs to conduct their roles. School size, administration and colleague 

support, roles expectations are variables that may be considered in the 
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formula. An extended research study incorporating findings from Sims 

throughout Queensland with regards to time spent in fulfilling their 

roles would provide a stronger argument for this recommendation.  

• School administrators ensure SSMs are not timetabled with teaching 

classes on the sports day to ensure students are not unwillingly 

penalised. 

 

Professional recognition 

 

Through the findings of this study it can be argued that the roles, skills and 

competencies of a SSM ‘mirror’ the requirements of a specialist sport 

manager as determined by research literature (Bucher and Krotee, 1998; 

Chelladurai, 1985, 1991; Parks and Zanger, 1990; Kelly, 1991; Shilbury and 

Deanne, 1997, 2001).  Secondly, the contents within the existing document, 

‘The Roles of the Sports Coordinator’ (Education Queensland, 2003) can be 

tied to the same research literature. Although State Secondary Schools can 

appoint a sports coordinator to the equivalent position as a Head of 

Department nearly all schools do not take up this option. 

 

From the research findings it is recommended that: 

 

• The School Sport Manager (SSM) is formally recognised and 

promoted by Education authorities as a school management position 

within school settings. The argument presented may need to be 

supported by further research that compares the roles, skills and 
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competencies of HODs and SSMs and / or is supported by the 

findings from an extended study of SSMs throughout Queensland. 

The further research is needed to determine the criteria by which a 

SSM is appointed as an equivalent position as a Head of Department. 

 

Financial recognition 

 

The research participants identified the importance of financial incentives to 

compensate for the responsibilities of the SSM position and the 

corresponding effort involved in meeting the requirements of the 

responsibilities. Although non government schools are more prepared to 

financially remunerate the SSM government schools do not formally 

recognise the position from a financial remuneration perspective. The 

research findings indicated that the research participants believe the roles of 

the SSM and a HOD are similar, i.e., (SSMs) “Do similar roles to the HOD but 

not doing the same hours or paid the same.” (Mary)   

From the research findings it is recommended that: 

• Education authorities formally recognise the roles of the SSM as a 

management position and that the position of SSM is financially 

rewarded accordingly.  

 

The professional development needs of school sport managers 

 

The research findings are conclusive that the academic preparation of the 

SSMs in this study for their position is adhoc. Despite the finding that the 
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research participants were Physical Education teachers their pre service 

training was limited or non existence when it came to school sport 

management. This situation supports the ‘aged’ claim by Zeigler et al (1975) 

that administration practice in the field of physical education and sport has 

mostly been a trial and error nature but has managed to suffice. This is 

largely due to the experience gained by SSMs while playing and coaching 

sports. 

 

Although sports management curricula has developed to meet the demands 

of contemporary sport as evident by the growth of tertiary courses offered to 

potential sports managers (Kinder, 1993; Sourcie, 1998, Smith and 

Westerbeek, 2004) there is a need to better prepare SSMs for their position 

(Moon, 1998). This research study supports literature findings. In 

Queensland, universities, TAFE, and the Australian Society of Sports 

Administrators offer academic courses which can assist in the training of 

SSMs. However the courses offered are geared towards societal sport rather 

than focus on the needs of the school sport experiences.   

 

From the research findings it is recommended that current sports 

management course offerings be adapted to cater for current and future 

SSMs. It is proposed a post graduate course be established that accounts for 

the identified roles, skills and competencies of SSMs. It is envisaged current 

course offerings, e.g. Graduate Certificate in Sports Management be modified 

to incorporate both business and education based subjects, e.g., Graduate 

Certificate in School Sport Management.  
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• The establishment of a specific academic course for SSMs will 

enhance the professional delivery of the school sport experience, 

provide a strong basis for selection of future SSMs, and provide a 

platform for justification for the need for professional and financial 

recognition of SSMs as an integral part of the school management. 

• A professional body that represents SSMs and promotes the body of 

knowledge pertaining to school sport and school sport management is 

established. This may be subsumed within current sport management 

professional associations or be established as a ‘stand alone’ 

professional association.  Ideally this professional body or an alternative 

professional association as part of its role fulfil the proposals outlined by 

Smith and Westerbeek (2004) for sport management education, i.e.  

Additionally it is the researcher’s viewpoint, in light of the research 

findings, the proposals for future sport education management education 

outlined by Smith and Westerbeek (2004) is applied to school sport 

management education. The authors advocate that professionalism in 

sport management education needs to be achieved through; 

• Higher education authorities being more accountable in standardising 

sport management curricula. 

• The need for a universally recognised professional association that 

establishes benchmarks for sport management practitioners like 

lawyers, accountants etc.  

• The provision of a code of behaviour to guide the ethical discharge of 

sport management graduates’ work.  
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These ‘change’ recommendations are justified through the theoretical 

framework which reveals that firstly the institution of school sport 

management has been isomorphically entrenched in traditional values and 

practices. Secondly, because of the changing values and demands of 

contemporary sport and sport management, questionable outcomes of the 

current school sport experience, the identified managerial roles, skills and 

competencies required by the contemporary SSM, and the identified issues 

affecting the work related performance of SSMs there is a decisive need for 

deinstitutionisation of current school sport management values and practices 

and the reinstitutionalisation of new values and practices that reflects the 

complexity associated with the delivery of a quality school sport experience.  
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I. 
 
[NB: The following letters of intent were utilized. The title of the thesis was later changed for PhD purposes] 
 
The Principal 
 
Dear  
 
 
We wish to gain your permission for the involvement of your Sportsmaster / Sportsmistress 
  in a research project titled: 
 
 ‘A Case Study of the Role, Competencies and Skills of School Sport Managers  
 in Gold Coast High Schools’ 
 
Your Sportsmaster \ Sportsmistress has indicated through an initial discussion a willingness to 
 be involved in the research project. Find attached an information sheet, outlining details of the 
 research project, and a consent form for completion by the research participant for your records.  
 
The research project has been approved by the Human Ethics Committee at Griffith University. 
 
Please complete the below permission slip and forward using the enclosed return envelope. 
 
Thank you for your assistance 
 
Yours faithfully 
 
 
 
……………………………… 
    Chief Investigator 
 
 
……………………………… 
          Investigator 
………………………………………………………………………………………………………. 
 
TO: Dr Allan Edwards, Chief Investigator, Griffith University, Education and Professional Studies 
 Gold Coast Campus,  Ph 55 528634 
 
Research Project Title: A Case Study of the Role, Competencies and Skills of School Sport  
    Managers in Gold Coast High Schools 
 
I give my permission for the research participant in my school,……………………………, to be involved in the research 
project specified above. 
 
Yours faithfully 
 
 
Principal ……………………………………….    Date:…………………….. 
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INFORMATION SHEET 
 
RESEARCH PROJECT TITLE:  ‘A Case Study of the Role, Competencies and Skills of 
School Sport Managers in Gold Coast High Schools’   
 

Chief Investigator: Dr Allan Edwards, Griffith University, Education and Professional 
Studies,  
                                Gold Coast    

                                 a.edwards@griffith.edu.au, PH: 55 528634 
Investigator: Mr Rob Milne, Griffith University, Education and Professional Studies, Gold 
Coast Campus 
            r.milne@mailbox.gu.edu.au   MOB: 0402 569686 

 
 
The research project aims to investigate the role, competencies and skills of school sport 
managers [sportsmaster \sports mistress] in selected Gold Coast high schools. The key 
objectives of the research project are to understand:  (i) what is the personal and professional 
profile of school sport managers (ii) what are the changing managerial role,  competencies, 
skills and training needed by school sport managers  (iii) what are the perceptions school 
sport mangers have about the importance and direction of school sport (iv) what are the 
perceived relationships between (i), (ii), (iii) that will contribute to the body of knowledge and 
theoretical basis of school sport management, improve school sport management practices; 
provide benchmarks for aptitudes for school sport management position. 
  
The research project will involve gathering information from research participants about their 
work, experience and their role, competencies and skills acquired in the school sport 
management. The information will be gathered through an interview, observation in the 
workplace, and a review of school sport policies and procedures over a six month period. 
Most of the information will be gathered in the interview with you and for ease of gathering 
and analyzing this information the interview will be recorded on audio cassette. The 
information on the cassettes will be made into typed transcripts.  
 
Informed consent is required for participation in the research project. This consent extends to 
the information provided by you to be used in the project.. The research participant’s 
contributions will remain anonymous and confidential to the Chief Investigator. A code will be 
assigned to the information you provide that will hide the identity of its source. All the 
information will be in the keeping of the Chief Investigator. No identifiable information will be 
left in the workplace once it has been gathered from you. The audio taped interview will be 
destroyed upon completion of the research project. You will have access to data collected for 
verification.   
 
It is important that you should feel free to involved in the research project without fear or 

favour. You have the right to contact the Chief Investigator about any aspect of your 

involvement. You also have the right to withdraw from the project should you wish to.  For 

any complaints concerning the manner in which a research project is conducted it may be 

given to the researchers as listed overleaf, or, if an independent person is preferred, either  

 
the University’s Research Ethics Officer, Office for Research, Bray Centre, 
Griffith University, Kessels Road, Nathan, Qld 4111, telephone (07) 3875 6618 
or; 
 
the Pro Vice-Chancellor (Administration), Bray Centre, Griffith University, 
Kessels Road, Nathan, Qld 4111, telephone (07) 3875 7343 
 

mailto:a.edwards@griffith.edu.au�
mailto:r.milne@mailbox.gu.edu.au�
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However, given the efforts taken by the researchers to maintain your anonymity and treat any 
information in confidence it is not anticipated that you will be in any way discomforted by the 
research project or put at risk by it. In most situations, research participants engaged in these 
projects find them to be rich learning experiences. Just as you have been briefed about the 
project before being asked to consent to your involvement, at the completion of the project, 
you will be briefed in detail as to its outcomes. 
 
A research consent form is attached. Can you please complete the form and return it using 
the enclosed envelope. 
 
Thank you for your assistance in this research project. 

 
 
Yours faithfully, 
 
 
……………………………………………………………….      …………………… 

   Chief Investigator    Date 
 
 
                   ………………………………………………………………..      …………………… 
   Investigator     Date 
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CONSENT FORM 
 
RESEARCH PROJECT TITLE:  ‘A Case Study of the Role, Competencies and Skills of 
School Sport Managers in Gold Coast Secondary Schools’   
 
 
 
The research project aims to investigate the role, competencies and skills of school sport 
managers [sportsmaster \sports mistress] in selected Gold Coast high schools. The key 
objectives of the research project are to understand:  (i) what is the personal and professional 
profile of school sport managers (ii) what are the changing managerial role,  competencies, 
skills and training needed by school sport managers  (iii) what are the perceptions school 
sport mangers have about the importance and direction of school sport (iv) what are the 
perceived relationships between (i), (ii), (iii) that will contribute to the body of knowledge and 
theoretical basis of school sport management, improve school sport management practices; 
provide benchmarks for aptitudes for school sport management position. 
  
The research project will involve gathering information from you about your work, experience 
and your role, competencies and skills acquired in the school sport management. The 
information will be gathered through an interview, observation in the workplace, and a review 
of school sport policies and procedures over a six month period. Most of the information will 
be gathered in the interview with you and for ease of gathering and analyzing this information 
the interview will be recorded on audio cassette. The information on the cassettes will be 
made into typed transcripts.  
 
Informed consent is required for your participation in the research project. This consent 
extends to the information provided by you to be used in the project. Your contributions will 
remain anonymous and confidential to the Chief Investigator. A code will be assigned to the 
information you provide that will hide the identity of its source. All the information will be in the 
keeping of the Chief Investigator. No identifiable information will be left in the workplace once 
it has been gathered from you. The audio taped interview will be destroyed upon completion 
of the research project. You will have access to data collected for verification.  Also, no 
information will be made available your employer or principal without your express approval. 
 
It is important that you should feel free to participate in the research project without fear or 
favor. You have the right to contact the Chief Investigator about any aspect of your 
involvement. You also have the right to withdraw from the project should you wish to. 
However, given the efforts taken by the researchers to maintain your anonymity and treat any 
information in confidence it is not anticipated that you will be in any way discomforted by the 
research project or put at risk by it. In most situations, participants engaged in these projects 
find them to be rich learning experiences. Just as you have been briefed about the project 
before being asked to consent to your involvement, at the completion of the project, you and 
the other participants will be briefed in detail as to its outcomes. 
 
In seeking your consent, it is important for you to understand that you participation is 
voluntary and there will be no penalty or loss of benefits should you refuse to participate or 
decide to discontinue your participation. Should you have any complaints about the research 
project, you are encouraged to raise these with the researchers, in the first instance and if 
you remain dissatisfied or require an independent person please use the contacts mentioned 
over leaf. 
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Griffith University gratefully acknowledges the support you have provided to its research 
initiatives. To satisfy the requirement of its ethics processes it is necessary that you give 
consent to the following statement. 

 
I ………………………………………………. agree to participate in the 

research project. I give my consent freely. I understand that the project 

will be carried out as described in the information statement, a copy of 

which I have retained. I realize that whether or not I decide to participate 

is my decision and will not affect my treatment in the workplace or by the 

researchers. I also realize that I can withdraw from the project at any time 

and that I do not have to give any reasons for withdrawing. I have had all 

questions answered to my satisfaction. 

 

 

 

 
Signatures: 

  Participant                          Date 
 
……………………………………………………………….      …………………… 

   Chief Investigator    Date 
 
 
                   ………………………………………………………………..      …………………… 
   Investigator     Date 

 
Chief Investigator: Dr Allan Edwards, Griffith University, Education and Professional 
Studies, Gold Coast Campus 
                                 a.edwards@griffith.edu.au, PH:  
Investigator: Mr Rob Milne, Griffith University, Education and Professional Studies, Gold 
Coast Campus 
            r.milne@mailbox.gu.edu.au   MOB: 0402 569686 

Complaints  
 

Complaints concerning the manner in which a research project is conducted it may be given 

to the researchers as listed overleaf, or, if an independent person is preferred, either  

 
the University’s Research Ethics Officer, Office for Research, Bray Centre, 
Griffith University, Kessels Road, Nathan, Qld 4111, telephone (07) 3875 6618 
or; 
 
the Pro Vice-Chancellor (Administration), Bray Centre, Griffith University, 
Kessels Road, Nathan, Qld 4111, telephone (07) 3875 7343 
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II. 
 
Interview Guide for research project: 
 
 [NB: SPORTSMASTER / SPORTSMISTRESS = SCHOOL SPORT MANAGER] 
 
 

1. Can you tell me about yourself 
 

• Your teaching background 
• Your sportsmaster / sportsmistress background 
• How long have you been a sportsmaster / sportsmistress 
• Your outside sporting interests and involvement 
• Your family commitments 

 
2. What attracted you to become a sportsmaster / sportsmistress? 
3. What formal and informal training and education have you undergone that has helped 

you in this position? 
4. What do you perceive is your role or roles as a sportsmaster / sportsmistress? 
5. What do perceive as the competencies [‘intelligent functioning and the abilities to 

engaging in non routine and unprogrammed tasks’] required to complete your 
role[s]as a sportsmaster / sportsmistress? 

6.   What do your perceive the skills [‘routine and programmed tasks with established 
procedures; specific in nature’] required to complete your role [s] as a sportsmaster / 
sportsmistress? 

7. Can you describe what you do in the lead up to a typical sports day, the sports day 
itself and the follow up for the sports day?   

8. How much time do you spend per week in the fulfillment of your role as a 
sportsmaster / sportsmistress? 

9. Do you receive any special consideration s for undertaking your role, e.g., time 
allocation without classes, extra income, and special privileges? Can you describe 
them? Do you believe they are sufficient? If not, what do you believe can be done? 

10. Do you receive any assistance in your role as a sportsmaster/ sportsmistress? If yes 
can you describe what the nature of assistance you receive?   

11. Can you describe the levels of support you receive in your role as a sportsmaster / 
sportsmistress from other teachers, students, administration, overseeing school 
authority? 

12. Are your requirements in your dual role as a teacher and sportsmaster/sportsmistress 
being fulfilled to the best of your ability? If not, can you identify reasons? 

13. What do you perceive to be your success and failures in your role[s] as a 
sportsmaster / sportsmistress to this time? 

14. What do you perceive the advantages and disadvantages of student participation in 
school sport? 

15. What are your perceptions about current and future issues, directions and importance 
of school sport from the viewpoints of students, teachers, administration and you as a 
sportsmaster/ sportsmistress?   

16. What do you perceive the role of school sport in comparison with community sport? 
17. In your experience how do these issues, directions and importance of school sport 

compare with what has been practice in the past?  
18.  Do you believe teachers are adequately prepared for their role as sports coaches? If 

not how does this affect your role as a sportsmaster / sportsmistress and the delivery 
of the school sport program? What do you believe should be done to change this 
situation if it is the case? 

19. How would you compare your role[s], competencies and skills as a sportsmaster / 
sportsmistress with that of a sports manager working in a community sport 
organisation or a HOD?  

20.  What do you believe should be done to improve the training, recognition and support 
of future sportsmasters /sportsmistresses?  
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