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ABSTRACT 

 

Over the last decade major changes have occurred within the governance of Australian 

sport with new policy directions embracing the amalgamation of the women’s and 

men’s organisations. This change has provided the impetus for this thesis which 

examines the amalgamation process as an historical moment in the professionalisation 

of football as a third sector sport organisation in Australia. The research employs a 

qualitative methodology, within a sociological and feminist poststructuralist approach, 

to critically examine the discourses and power relations within the male-dominated 

culture of football federations that govern opportunities for women in leadership. My 

research began in 2006 with the Senate Inquiry ‘About time! Women in Sport and 

Recreation in Australia’, that identified how women continue to be under-represented in 

the decision making structures of sport organisations. More recently the changing 

public discourse about leadership and gender in Australia recognises that business 

imperatives and an increase in women in leadership roles can be complementary. In 

response, to the business imperatives and the persistent inequities in sport leadership 

this research critically examines how in the post-amalgamation context gender equity 

and women in leadership is discursively produced within policy and organisational 

strategies within the governance of football.  

 

I draw upon Foucault’s work that is concerned with power-knowledge relations (1982), 

specifically the power-knowledge relations between women and men, and the structures 

and cultural institutions that govern gender inequalities within football federations in 

Eastern Australia. By adopting Foucault’s analytics of government, this research 

examines how the conditions under which ‘regimes of practice’ in sport come into 

being, are maintained and are transformed (Dean, 1999, p.21). These are institutional 

practices and include the different ways in which, for example, women in leadership 

roles and gender equity can be thought, made into objects of knowledge, and made 

subject to problematisation (Foucault, 1991b). For example, the lack of women in 

leadership positions has been problematised in different ways and addressed in a range 

of policies. An analytics of government attempts to show that our taken-for-granted 

ways of doing things in sport management and how we think and question them are not 

entirely self-evident or necessary (Foucault, 1991b).  
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The findings from this study suggested that there are significant gaps between 

discursive constructions of women in leadership roles within policies and strategic 

plans, and the implementation of gender equity strategies within the State football 

federations. Drawing on Foucault’s work on technologies of performance, the research 

examined how the economic imperatives of the State federations has been prioritised as 

an important strategic priority to the neglect of gender equity and promoting women in 

leadership. The research explored the effects of the amalgamation and the way it had 

shaped the thinking, rationalities and conduct of the board and management in relation 

to women’s opportunities for leadership. I examined how normative gender 

expectations were challenged through actions and interactions of women who had been 

successful in being appointed or elected to leadership roles within their respective 

federations. I identified how gender was ‘done’ and ‘undone’ by women and men in 

leadership roles and focused on how individuals problematise women in leadership 

roles, gender inclusion and diversity. My findings build upon a growing body of critical 

and feminist research in sport management that aims to make gender issues ‘thinkable’ 

in different ways. This thesis opens up the field of sport management to self-reflexive 

questions about the ongoing gender equity challenges and changes in sport through 

reflexive practices about the gendered process of amalgamation.  
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CHAPTER ONE 

Introduction 

 

1.0 Introduction  

 

In this introductory chapter I outline how, over the last decade, major changes have 

occurred within the governance of Australian sport with new policy directions 

embracing the amalgamation of the women’s and men’s organisations (Australian 

Sports Commission ASC, 2002a, 2002b, 2003; Football Federation Australia, 2005; 

Phillips, 1998). This change has provided the impetus for my research which examines 

the gender related management practices and policies that have shaped the post-

amalgamation context of football in Australia. Through multiple-cases studies of five 

State football federations on the East Coast of Australia, my research will explore how, 

in the post-amalgamation era (2003 onwards), the State organisations have addressed 

gender equity issues to improve opportunities for women in leadership roles. 

Specifically, I will explore how women in leadership and gender equity issues are 

constructed and made sense of through organisational and governance policies that 

shape the management of football. Research and policies have identified the small 

number of women in management and board roles in sport (Commonwealth of 

Australia, 2006; McKay, 1992, 1997; Peters, 2006; Shaw & Hoeber, 2003; Tapperell, 

Fox & Roberts, 1975). A significant Australian Government report, ‘About Time’, has 

highlighted how women continue to be under-represented in the decision making 

structures of sport organisations. In light of persistent inequities, my research identifies 

the need for new approaches to identifying the challenges and opportunities for change. 

Within this chapter, I discuss the relevance and purpose of my research, and provide 

details about how this thesis is structured.  

  

1.1 Development of my thesis topic 

 

As an undergraduate student I explored feminist and sociological ideas that helped 

explain my own sport leadership experiences. As a sport manager for fifteen years, in a 

profession that was managed predominantly by men, these new ideas helped challenge 

my beliefs that sport leadership was inevitably a masculine domain. Shaw and Hoeber’s 
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(2003) research supported my experience as they found that many women still struggle 

to obtain middle and upper managerial positions in sport organisations and may face 

more barriers to employment than their male counterparts. Additionally, Hovden (2010) 

found that in Norwegian sport organisations women possess only 17% of the leadership 

positions and that many women in leadership roles were found in children’s and youth 

sports. In other words, in Norway, as in organised sports in most countries, the 

proportion of women decreases as power and prestige increase (Claringbould & 

Knoppers, 2008, 2012). Conversely, White and Kay (2006) found that over the last two 

decades, significant gains have been made by some women who have reached high-

level administration positions in sport organisations. For example, women have been 

appointed in increasing numbers to senior jobs in sport governance in Britain. Despite 

these relatively isolated high profile gains, sport has been singled out as an area in 

which women experience much discrimination as a result of what sport sociologists 

have termed ‘corporate masculinity’(McKay, 1997) and the ‘locker room culture’ that 

is so prevalent (Messner, 1998). Similarly, within the gendered landscape of sport in 

Australia, historically football has been a male- dominated domain (McKay, 1992, 

1997). The works of Darlison (1985); Dyer (1982); McKay (1992, 1997); Rowe and 

Lawrence (1998); and Stoddart (1986) have highlighted discriminatory practices and 

attitudes which have prevented women participants and administrators from reaching 

their potential in football. My PhD research topic has emerged from my desire to 

explore how women in sport leadership roles negotiate the gendered culture within the 

State football federations.  

 

1.2 The research problem in sport leadership 

 

In May 2012 ‘The Australian’ published a list of the 50 athletes ‘Most Influential in 

Sport’ that included only four women. Journalist Nicole Jeffery (2012, May 21, p.39) 

suggests in the same issue that, “despite the many achievements of leading female 

athletes, sport remains a man’s world in coaching, in administration and in the media”. 

Kentel (2012) describes gender equity in sport as a myth, arguing that despite decades 

of political and educational strategies aimed at redressing gender inequality, the status 

quo remains impenetrable. Within the broader context of institutional and 

organisational practices that favour men and disadvantage women, sport in Australia is 

also still a man’s world (Edwards, Skinner, & O’Keefe, 2000; McKay, 1997; Phillips & 
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Magdalinski, 2008). Despite three decades of affirmative action by State and Federal 

governments in Australia, the number of women in sport leadership positions remains 

significantly low. Sport in Australia “has been a gendered activity and a site for the 

reproduction of perceived differences between appropriate feminine and masculine 

physicality” (Phillips & Magdalinski, 2008, p. 498) and has long formed a central 

mechanism through which gender inequality is reproduced (Light, 2007). A range of 

practices present in historically masculine sports in Australia contribute toward the 

reproduction of a culture that privileges masculinity while marginalising femininity 

(Brown & Light, 2012; Light, 2007; McKay, 1997; Messner, 1997; Phillips & 

Magdalinski, 2008). 

 

Research has suggested that sport organisations commonly fail to ‘own the issue’ of 

under-representation of women in leadership roles (Abrams & Talbot, 1995; Hall, 

Cullen & Slack, 1989; McKay, 1992, 1997; Talbot, 2001). The conventional thinking 

within organisations is that, if there were sufficient women of the right calibre, and if 

women were willing to come forward into positions in organisations, then they would 

be better represented in sport institutions and federations (Talbot, 2002). Talbot (2002) 

suggested that leaders of these organisations commonly fail to recognise or 

acknowledge that their own long established procedures and practices, created in the 

main by all-male groups for all-male sport, actually prevent women from making the 

contribution to sport which their active sport participation warrants. Shaw (2006a) 

argued that gender relations within organisations are a reflection of broader social 

discourses. Individuals, influenced by these discourses, play a large and active role in 

maintaining gender relations that reinforce the status quo. Furthermore, Ely and 

Meyerson (2000a) argued that individuals may do little to challenge taken for granted 

assumptions which influence, and are influenced by, organisational understandings of 

gender.  

 

The under-representation of women in sport participation and leadership roles prompted 

the Australian Federal government, in 2006, to conduct a Senate inquiry into women in 

sport and recreation in Australia known as ‘About Time’. One of the main findings 

suggested that women continue to remain underrepresented in leadership and decision-

making positions in organised sport, in both the professional and voluntary sectors 

(Commonwealth of Australia, 2006). This was despite the government’s attempts over 
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the past twenty years to redress gender equity through sport policies and affirmative 

action initiatives to improve women’s representation in leadership roles in sport. By 

2010, women were still significantly under-represented in leadership and decision-

making roles in administration, coaching and officiating across all levels of sport in 

Australia. There were also low levels of representation in the management of sport, as 

paid executive officers, as board members and as coaches and referees (Australian 

Bureau of Statistics, 2010). The Australian Sports Commission (ASC) reported that 

women filled only 23% of positions on the boards of government-funded national 

sporting organisations (NSO) in Australia in 2010 (ASC, 2011). Recognising that 

affirmative-action initiatives employed by Federal and State governments over the past 

30 years have not had any significant impact, the Federal government nominated the 

promotion of women in leadership roles in sport as one of the key priority areas in 2011 

(ASC, 2011; McKay, 1997).  

 

The ‘About Time’ report identified that the number of women on the boards of National 

Sporting Organisations (NSOs) was low, with a national average of one woman to 

seven men on boards in 2005. Consistent with this is the low number of women in 

executive positions, where women hold only 13% of executive officer positions in the 

top 40 funded NSOs. This has been a drop of 5% since the ‘snapshot’ of NSO 

Governance in 2002 (Commonwealth of Australia, 2006). These findings were also 

reflected in the ongoing discussions at Our Sporting Future – World of Women in Sport 

forum in March 2007 that was held by the Australian Sports Commission (ASC) in 

Brisbane. At the forum, discussion centred on issues relating to how sporting 

organisations need to address women’s opportunities in sport management roles within 

Australia. 

 

At the time my empirical research was conducted (2006-2007), the ASC 

(Commonwealth of Australia, 2006) was reluctant to mandate gender requirements 

through the imposition of quotas or targets in relation to the proportion of women on 

boards and in management roles. In the ‘About Time’ report a number of strategies have 

been proposed through submissions to improve women’s management opportunities. 

The report also highlighted the conundrum ASC faces within a neo-liberal sport system. 

On the one hand, the government encourages individual organisational choice. On the 

other hand, through different forms of governance, they encourage organisations to 
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conform to the norms of the sporting system to improve women’s executive 

management and board positions. One specific strategy included quotas that may be 

imposed as a condition of government funding for sport organisations. However, there 

were opposing views about the imposition of quotas arising from the argument that the 

best person selected for the job, whether male or female, should be appointed 

(Commonwealth of Australia, 2006). The problem of gender equity remained in limbo. 

 

However, from a corporate business perspective the ASX has recognised that business 

imperatives and an increase in women in leadership roles complement each other 

(ASX, 2010). The ASX corporate governance council released the “Corporate 

Governance Principle and Recommendations with 2010 Amendments” that identified 

the economic benefits of having women in leadership roles within corporate business 

(ASX, 2010). Sex Discrimination Commissioner, Elizabeth Broderick, has been 

working closely with the ASX Corporate Governance Council towards her 

recommendation of 40% representation of each gender on the boards of publicly listed 

companies in Australia, to be achieved over five years (Australian Human Rights 

Commission, 2011). Significantly, as of the 1 January 2011, the ASX Corporate 

Governance Council has implemented a diversity policy that requires all publicly listed 

companies in Australia to set gender diversity targets. These companies will be required 

to report on their targets and provide explanations if they are not in place (ASX, 2010). 

Although the gender diversity targets are voluntary, reporting is required so public 

performance can be evaluated. The sports industry was falling behind the business 

sector in understanding how business imperatives can incorporate support for women in 

leadership to achieve economic and organisational objectives.  

 

Additionally, the “Review of the Equal Opportunity for women in the workplace Act 

1999” consultation report (2010), identified how, of all reporting organisations 

surveyed, a significant proportion responded that their organisation has initiatives 

aimed at equal employment opportunity for women because it makes good economic 

sense to the organisation. In individual interviews conducted within this report, several 

industry leaders referred to the importance of having a gender balance in the 

organisation that is linked to its core business strategy as a major driver of change. This 

included ensuring that the composition of the leadership team reflects the organisation’s 

customer base in order to ensure that its strategic directions were well positioned. Other 



6 

 

industry leaders referred to the importance of diversity in an organisation as a driver of 

innovation and responsiveness to change, both of which are essential attributes if 

businesses are to adapt and maintain their competitive advantage in the marketplace 

(Office of the Status of Women (OSW), 2010). Fenwick and Neale (2001) have also 

identified how a group’s gender diversity is positively associated with performance 

gains on marketing oriented tasks. Closing the gender gap at the top of corporations is a 

win for everyone as it fosters innovation, creates a more balanced work environment 

and positively affects the bottom line (Australian Human Rights Commission, 2011; 

ASX, 2010).   

 

Since my empirical research began in 2006 the ASC has recently released the policy, 

‘Australia’s Winning Edge 2012-2022’, in November, 2012 (ASC, 2012). The policy 

focuses on sustaining and achieving success at the international level of sport through 

setting plans and proposed actions within the Australian high performance sport sector. 

Australia’s Winning Edge is a collaborative effort led by the ASC with key partners in 

the sport sector, and builds on the National Sport and Active Policy Framework and 

National Institute System Intergovernmental Agreement. One priority, agreed upon 

through the policy framework, focuses on what is needed to achieve Australia’s 

winning edge which relates to good governance, leadership and capability. High 

performance sports will be required to demonstrate good leadership, governance and 

administration as part of the annual investment and review process. For example, from 

2012 Football in Australia will be required to follow this framework as they compete 

internationally in World Cups and one of the performance targets set out in the policy 

included winning 20 plus World championships annually. The ASC also noted that 

there is a compelling case for change in Australian sport. One of the key areas of focus 

highlighted was governance — the time is now here to raise the bar, recognising that 

organisations that are managing public investment and member interests must have 

structures in place that reflect a greater level of professionalism (ASC, 2012).  This is 

true whether a National Sporting Organisation (NSO) is focused on high performance, 

or participation. Good governance is a necessary condition for success. 

The policy goes on further to suggest that there is good evidence that diversity on 

boards leads to better corporate performance. The Commonwealth Government has set 

a target of a minimum of 40 per cent of Commonwealth Boards being female by 2015. 
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Similarly, the ASC’s position is that each NSO should seek to achieve a target of 40 per 

cent female representation over a similar timeframe, which the ASC will review 

pending progress and the overall skills mix of boards. Sports’ progress will be reported 

in the new annual Winning Edge: State of Sports Report. Reporting on gender 

representation for NSO executive management positions will also be required. The 

ASC requires NSOs to provide information to the ASC on a timely basis to facilitate a 

comparative Annual Sport Performance Review (which will become public 

information). Also, so that the ASC can effectively monitor the performance of NSOs 

against the outcomes set in funding agreements. Whether the State sporting 

organisations and, in particular, the State football federations, will be required to adopt 

a similar reporting system on gender representation is unknown.  

I argue that this policy reflects the initiatives implemented by the ASX in 2010 that 

identified the economic benefits of having women in leadership roles within corporate 

business (ASX, 2010). However, past attempts to change the traditional under-

representation of women in positions of power in sport organisations have primarily 

focused on increasing the number of women in management positions. While the 

intention behind such policies may be perceived as positive, the continual focus on 

increasing ‘numbers of women in decision making’ does little to critique the cultural 

change required to achieve gender equity practices within sport organisations. This 

focus also ignores the role of male administration in supporting or preventing gender 

inequity within organisational culture. Additionally, ‘Australia’s Winning Edge, 2012-

2022’ target of 40 per cent female representation on sporting boards by 2015, I argue, is 

a very optimistic goal as international research has identified. For example, in Norway, 

which is seen around the world as a champion of gender equity policies and was ranked 

second equal out of 115 countries, the Norwegian Olympic and Paralympic Committee 

and Confederation of Sports (the NOC) in 1987, adopted a gender quota system 

(Hovden, 2010). This quota system required a minimum representation of both genders 

in all organisations’ decision-making bodies. The quota system has contributed to a 

significant transition of gender representation in sports policy over the last two decades 

where women hold 37% of the board member positions in National sports federations 

(Hovden, 2010). My research explores the question of how the Australian State football 

federations perceive the effectiveness of quota systems or targets to shape opportunities 

for women in leadership roles. 
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1.3 Background to the amalgamation of women’s and men’s football in Australia 

In 2003, Soccer Australia Limited was replaced as the national governing body by the 

Australian Soccer Association Limited, now known as Football Federation Australia 

Limited (FFA, 2005). The administration of women’s football in Australia has gone 

through significant change, especially in the last ten years. In 2001, the Australian 

Women’s Soccer Association was subsumed under Soccer Australia and in 2003, as 

part of a constitutional and governance reform process, each State Women’s football 

association that had not already amalgamated with its respective State federation, began 

this process (FFA, 2005).   

Ongoing issues in football resulted in the commissioning, by the Federal Government 

in September 2002, of an independent review into the structure, governance and the 

management of the game in Australia, known as the Crawford Report (ASC, 2003). 

Submissions made to the inquiry provided evidence that many of the constituent bodies 

of Soccer Australia had similar problems. These included mistrust and disharmony, loss 

of focus and concentration on local or factional issues rather than broad, whole-of-sport 

development and ‘bigger picture’ issues. In addition, the status of the State women’s 

soccer association was independently administered and not officially linked to Soccer 

Australia (ASC, 2003).  

The Report made more than fifty recommendations to the Minister for the Arts and 

Sport (The Hon. Rod Kemp), the Australian Sports Commission and Soccer Australia, 

with the most relevant suggestion to this study advocating that football in Australia, 

through the national governing body, should have a truly independent board (ASC, 

2003). This prompted the need to reshape the constitution as well as the appointment of 

a new board, which occurred in July 2003. The constitutional reform process resulted in 

there no longer being separate women’s football associations at either the National or 

State level. However, to ensure all stakeholders’ voices were heard, the report favoured 

a democratic and representative, (rather than a mandated or dictated), approach to 

establishing the overall governance structure of the sport. The Australian Sports 

Commission (2003, p.14) suggested that “this approach will help to align the States 

within a national structure in both ‘mind and matter’, through consistent constitutions, 

governance and management arrangements.”  
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Australian women’s football has experienced a phenomenal rate of growth over the past 

decade, from grassroots to the elite participation level. This increase in player numbers 

makes women’s football one of the fastest growing sports in Australia. This growth is 

reflected around the world (Football Federation Australia, 2005). The recent quarter 

final appearance of the Matilda’s at FIFA Women’s World Cup (2007) in China was 

the Australian women’s team’s most successful appearance in a major tournament, with 

the team finishing sixth, reaching the quarter finals. Following the tournament Australia 

moved to an all-time high in the FIFA Women's World Rankings of 12 (Fédération 

Internationale de Football Association, 2007). The growth in women’s football is 

supported by the comment by the President of FIFA, Sepp Blatter, in 2002, who 

declared that ‘the future of Football is feminine’. Since that time, FIFA has been 

proactive in the development of women’s football around the world (FFA, 2005, p.30).  

 

With the growth in women’s football it is vitally important to consider the strategic 

priorities of FFA, the national governing body for football in Australia, and how this 

shapes the structure and administration of football. The current priorities of FFA focus 

on revenue generation and financial stability which reflect, in part, the game’s turbulent 

history in Australia (FFA, 2005). Only recently (2008), FFA has made women’s sport 

the fifth pillar of their strategic plan, which involved appointing an executive manager 

as the head of women’s football, to ensure that they drive women’s football in Australia 

and internationally (FFA, 2008).  

 

With participation in women’s football growing, the recent move to amalgamate the 

women’s and men’s competitions raises some key issues that may influence the current 

momentum, future involvement and success of this sport and the role women play in 

management positions. However, the growth in women participating in the game has 

been slower to reciprocate within the administration and board roles of the National and 

State federations. To gather information on the numbers and roles of women in 

executive management positions in football Australia, my research identified a gap in 

relation to statistics available from FFA. I contacted the manager of the Research, 

Analysis and Strategic Projects for FFA (R. Van Den Honert, personal communication, 

September 5, 2007) who commented that FFA does not keep any specific records and 

information on the number of women in executive management roles. However, he is 

aware, at the time of our correspondence in 2007, that there is one woman on the FFA 

http://www.footballaustralia.com.au/InsideFFA
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board, and that FFA employs at least fourteen women in operational/administrative 

roles (from team managers to sponsorship managers and co-ordinators). However, the 

women predominantly hold positions in the operations and commercial sectors, 

whereas the executive positions are held by men. In 2007, the FFA board comprised of 

one woman out of six and the management committee, two women out of eleven 

(www.footballaustralia.com.au/InsideFFA). The gender division within the newly 

formed State federations reflected a similar situation. For reasons of confidentiality, the 

State federations are named A, B, C, D, and E. For example, Federation A had two 

women on the board and one senior executive manager; Federation B had one woman 

on the board and no women in executive management; Federation C had no women on 

the board but two women executives; Federations D and E had no women on their 

board or in executive management. 

  

As part of my research I have analysed the State federations’ practices and policies on 

the amalgamation process and how this has shaped opportunities for women in 

leadership roles. The gendered leadership composition of these federations suggests 

there is a long way to go to reach a gender inclusive organisation. There is also a need 

to understand how the State federations are addressing and managing gender equity 

issues as part of their restructured operations and how their culture and management 

practices have influenced women in leadership roles.  

 

This section discussed the governance and reform process that has occurred in 

Australian football as a result of the independent review [known as the Crawford 

Report] into the structure, governance and management of the game. This report 

prompted the need to reshape the constitution at the National and State levels. As part 

of this governance reform process, the amalgamation of the women’s and men’s 

football occurred at the National level in 2001 and at the State level in 2003 (A detailed 

discussion of the Crawford Report can be found in Chapter Four, Section 4.3).   

1.4 Research aims 

This research aims to explore, how in the post-amalgamation era (2003 onwards), the 

State football federations have addressed gender equity issues to improve 

opportunities for women in leadership roles. From a feminist poststructuralist 

http://www.footballaustralia.com.au/InsideFFA
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perspective, I examine the increasing professionalisation of football in Australia and 

the effects of changing sport governance processes and management cultures that 

shape women’s leadership opportunities. In my research I draw on feminist sport 

sociology (Acker, 1990,1992; Ely & Meyerson, 2000a; Ely & Meyerson, 2000b; 

Hargreaves, 1994; Hovden, 2010; Nentwich, 2006; Scraton & Flintoff, 2002; Shaw, 

2006a, 2006b; Shaw & Frisby, 2006; Shaw & Hoeber, 2003; Shaw & Penney, 2003; 

Shaw & Slack, 2002; Sinclair,1994, 1995, 2005, 2007) and Foucault’s genealogical 

(1977,1991a) approach, to explore the ‘history of the present’ with respect to 

women’s involvement in sport management.  

 

Limited research has been conducted that explores how gender-power relations are 

negotiated by women in the amalgamation process within sport organisations 

(Hargreaves, 1994; Shaw, 2006a, 2006b; Shaw & Penney, 2003; Shaw & Slack, 2002; 

Sibson, 2004, 2010). Therefore, this research aims to explore the gendered effects of 

the amalgamation, and the way it has shaped the thinking, rationalities and conduct of 

the board and management within the State federations of football in Australia. 

Specifically, I focus on the effects of the amalgamation in relation to women’s 

opportunities for leadership which extends current research in this area. For example, 

research has been predominantly carried out on the gendered effects of amalgamation 

in the United Kingdom and the United States of America. For example, Shaw and 

Slack’s (2002) research into the amalgamation of a publicly funded British sport 

organisations suggests that the culture of women’s and men’s organisations worked to 

protect certain traditions that enabled the continuation and reiteration of traditional 

gender relations that adversely impacted on women in management and board roles. 

 

However, there is presently much less research dedicated to the gender dimensions of 

organisational amalgamations in sport within Australia with the exception of four 

studies. These include, Sharon Phillips’ (1998) work on the women’s and men’s 

Hockey merger; Megan Stronach and Daryl Adair’s (2009) research on the 

amalgamation of women’s and men’s cricket, Ruth Sibson’s (2004) research on field 

hockey in Newcastle, and Sibson’s (2010) research on the amalgamation of the 

women’s and men’s association to develop a six member volunteer board of directors 

of an Australian local, grass-roots sport organisation (See Chapter Two, section 2.2.3 

for a detailed discussion).   
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This research also aims to move beyond previous research that views sport singularly as 

a hegemonic institution that naturalises men’s power and privilege over women (Frisby, 

2005; Hargreaves, 1994; Jeanes, 2011; Messener & Sabo, 1990; Sage, 1998; Shaw & 

Hoeber, 2003), by developing a different analysis of power (Foucault, 1978). 

Researching football leadership through a Foucauldian (1978) perspective involves 

shifting the notion that power is something ‘possessed’ by a few individuals or groups. 

Therefore, I explore how gendered power relationships are negotiated by women and 

men in the amalgamation process in relation to the construction of key leadership roles 

within the newly formed federations. I also draw upon insights from feminist 

poststructuralist work such as Eveline and Bacchi (2005) who examine how the concept 

of gender is mobilised within policies aimed at promoting equity.  

 

I extend my feminist approach through a Foucauldian governmentality perspective 

(1997, 1982) to consider how women are ‘governed’ as sport administrators, and in 

turn, ‘govern’ themselves within organisations. A Foucauldian framework enables an 

examination of the ways in which power and knowledge are constituted within the 

discursive field of sport administration. In this way, the study aims to extend the 

theoretical and methodological approaches in sport management and addresses practical 

concerns. It also aims to strengthen the interdisciplinary connections of the two 

academic fields of sport management and sociology in an applied context.  I consider 

the power relations that shape policy, organisational and cultural aspects of the 

contemporary context of sport governance within the State Football Federations in 

Australia.  

 

By drawing specifically on Foucauldian perspectives on power/knowledge and 

governmentality, I aim to offer a different theoretical analysis on the gendered power 

relationships negotiated during organisational change, and how this shaped and opened 

up pathways to leadership for women. I utilise Foucault’s (1978, p.83) notion of power  

to provide an alternative approach to understanding how individuals can exercise 

different kinds of power relationships, that may challenge the existing organisational 

logic in relation to leadership roles within the State football federations, to improve 

women’s leadership opportunities. My research aims to contribute to the growing body 

of work that sheds light on the power dynamics and the gendering of sport leadership, 



13 

 

for example, how images of female leadership are constructed and reflect gendered 

power relations (Claringbould & Knoppers, 2007, 2008, 2012; Hovden, 2000; Pfister & 

Radtke, 2009).  

 

This research also aims to explore how the State football federations address gender 

equity to improve opportunities for women in governance roles both within the 

gendering of executive management and their board of directors. My research 

acknowledges that little attention has been paid to the gendering of boards of non-profit 

organisations. Yet membership of such boards, although perhaps not as prestigious as 

corporate governance, still carries with it prestige and decision making power, 

especially at the national and state levels in sport. National and State governing boards 

comprise the major decision making bodies and impact the ability to deliver services 

related to the activities of the organisation (Hoye, 2002). In addition, such boards are 

increasingly (although not totally) similar to corporate boards, as non profit 

organisations are moving toward professional management practices as they deal with a 

multiplicity and complexity of demands (Inglis, 1997; Kikulis, 2000). This is prevalent 

within football in Australia as the Crawford Report (ASC, 2003) recommended that the 

National and State bodies adopt a professional approach to the governance and 

administration of the game through appointing appropriately skilled people to positions 

of authority. 

 

Although a plethora of research has explored the under-representation of women in 

senior management (Martin, 2001; Power & Butterfield, 2003; Rutherford, 2001a, 

2001b), a smaller proportion of research has focused on the gendering of boards of 

directors (Claringbould & Knoppers, 2007). This is perplexing because the board of 

directors of an organisation constitutes the pinnacle of formalised organisational power, 

oversight and decision making (Acker, 1990; Hoye, 2002; Sara, 2005; Sheridan & 

Milgate, 2003). Boards of directors provide a compelling site for the study of gender 

relations that explores how gender-power relations are negotiated by women and men 

in these roles. They determine the goals of senior management and provide the general 

structure for organisational policies and conditions under which an organisation 

operates and functions (Claringbould & Knoppers, 2007). The higher the leadership 

position in the organisational hierarchy, the fewer number of women in those positions 

(Equal Opportunity for Women in the Workplace Agency EOWA, 2008).  It is not 
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surprising that the percentage of women who are members of national boards of 

directors is lower than the percentage of women who are senior managers (EOWA, 

2008). Yet there is growing acknowledgment that women are stakeholders in all types 

of organisations from corporate to volunteer, and that their involvement in the 

governing process is imperative (Claringbould & Knoppers, 2007, 2008, 2012). Daily 

and Dalton (2003) have argued that boards of directors need women members because 

they add unique strengths to the board that men do not bring, because their presence 

signals a commitment of the board to gender equity in the entire organisation, and 

because their presence enhances organisational productivity.  

 

1.5 Research questions  

 

My research questions are focused on analysing how, in the post-amalgamation era, the 

governance reform within football in Australia has opened up opportunities for women 

in leadership roles within the State federations on the East Coast. More specifically I 

consider:-   

 

With respect to amalgamation:  

 

1. What have been the major internal and external policies driving change around 

women in leadership in football in Australia? How have gendered leadership 

issues and solutions been constructed within these policies? 

 

2. How did the changing power/knowledge relations that developed within the 

newly amalgamated federations board and management structure shape 

women’s opportunities for leadership?  

 

3. How did women in leadership roles negotiate and challenge the existing male-

dominated culture through strategies that redefine and rework the context of 

leadership?  

 

4. How did men in leadership roles impede or support organisational strategies to 

bring about leadership and cultural change to shape opportunities for women?  
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1.6 Organisational structure of thesis 

 

In order to clarify the content of this thesis, I now briefly outline its structure. In 

Chapter Two, I introduce the theoretical approach and critical review of sport literature 

employed in this thesis, which draws on feminist poststructuralism and the work of 

Michel Foucault, in addition, the extensive literature he has inspired. For example, 

governmentality and techniques of performance to provide a key theoretical focus of 

the research.  I draw upon a feminist poststructural framework to analyse studies that 

explore how women are governed through discourses and power relations, in particular, 

ways that affect their management and leadership opportunities within sport 

organisations. The chapter critically engages with the wide-ranging research and theory 

on gender equity and women in sport management. 

 

Chapter Three discusses the methodological framework in detail, and presents the 

research methods used in this project. I provide an outline of the key concepts and tools 

of analysis from my reflective and reflexive style of interpretation. I present a reflexive 

post-structuralist methodology and research methods which comprised of a multiple 

case study design; textual analysis of policy documents and in-depth interviews with a 

purposively selected group of executive managers, board members and administration 

staff. I also outline the discursive, thematic approach to analysing the interview 

transcripts.   

 

In Chapter Four, I discuss how broader policy changes within ASC and the State 

federations of football in Australia have shaped sport leadership for women through 

policy formulation and implementation. I draw on Foucault’s concept of 

governmentality (1994) as it is useful for understanding how certain ideas within sport 

policy are taken up in the pursuit of particular outcomes. Therefore, this thesis offers an 

alternative approach to sport governance through a Foucauldian governmentality lens to 

make visible the power/knowledge relationships which are played out within the 

National and State federations’ governance structure. 

 

Chapters Five to Seven present the analysis of the interview material. Chapter Five 

explores how organisational members from the five football federations interpreted 

their strategic plans in relation to whether women in leadership, and gender equity were 
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issues of importance to their strategic direction. In particular, I focus on how the 

strategic plans of each federation discursively construct gender equity: how women in 

leadership roles are represented in the texts, and the power relations evident in these 

constructions.   

 

Chapter Six examines how organisational members, from the five football federations 

articulated their perception of the governance and leadership changes that have 

occurred with the amalgamation of football within their respective States. I focus on the 

gendered power relationships negotiated during organisational change and how this 

shaped pathways to leadership for women. 

 

In Chapter Seven I explore how women who have been successful in being appointed 

or elected to leadership roles within their respective federations, negotiate the male-

dominated culture to exercise leadership. I examine how women move between states 

of being visible, and invisible, within leadership roles within the football federations. I 

identify how gender is ‘done’ and ‘undone’ by women and men in leadership roles and 

focus on how individuals problematise women in leadership roles, gender inclusion and 

diversity. The second half of the chapter explores how organisational members, both 

women and men, from Federations A, B, C and D are focusing on change through 

implementing organisational strategies and practical solutions to bring about leadership 

change to create opportunities for women. 

 

Chapter Eight provides a conclusion to the thesis, which focuses on drawing together 

the core findings and analysis presented in the preceding four chapters, with reference 

to the broader literatures on governmentality and women in leadership roles. The 

contribution of the theoretical stance to knowledge on women in sport leadership and 

gender equity is also discussed. The chapter also provides practical recommendations 

that may be utilised by the State federations in relation to how they address the under-

representation of women in leadership roles within their sport.  
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CHAPTER TWO 

 Theoretical Approach and Literature Review 

 

2.0 Introduction 

 

This chapter introduces the theoretical approach and critical review of sport literature 

employed in this thesis. It draws on feminist poststructuralism and the work of Michel 

Foucault, in addition, the extensive literature he has inspired. It begins by drawing upon 

a feminist poststructural framework to analyse studies that explore how women are 

governed through discourses and power relations in particular ways that affect their 

management and leadership opportunities within sport organisations (Aitchison, 2003; 

2005; Hargreaves, 1994; Hovden, 2010; Knoppers & Anthonissen, 2008; Lewis & 

Simpson, 2010; Nentwich, 2006; Scraton & Flintoff, 2002; Shaw, 2006a, 2006b; Shaw 

& Frisby, 2006; Shaw & Hoeber, 2003; Shaw & Penney, 2003; Shaw & Slack, 2002; 

Sibson, 2004, 2010; Stead, 2013; Taylor, Doherty & McGraw, 2008).  

 

I discuss the business and sport management literature that problematises the position 

of women in leadership, and explore how focusing on gender equity provides an 

alternative approach, or different way of thinking, about women in leadership in the 

sport governance literature. I explore the current literature and theory that have evolved 

from the increasingly professionalised playing and business environment of sport in 

Australia, with a particular focus on sport governance and the important role of the 

board in the strategic planning process (Hoye, 2003, 2006; Hoye & Cuskelly, 2007). As 

Hoye, Smith, Nicholson, Stewart and Westerbeek’s (2009) research suggests, sport 

organisations around the world have gone through four phases (kitchen table, 

commercial, bureaucratic and corporate) of commercial and financial development over 

the last fifty years.  

 

I discuss the three widely accepted non-profit sport governance models and how the 

State football federations have adopted one or all of these models in light of the 

recommendations from the Crawford Report.  

 

Finally, I focus on a particular aspect of governance - the gender dimensions of 

organisational amalgamations in Australia football. I explore the strengths of a feminist 
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poststructuralist approach within my research which may open up alternative ways to 

address gender equity in sport management. 

 

My feminist research draws specifically upon Foucault’s work that is concerned with 

power-knowledge relations (1972, 1977a, 1978, 1980a, 1982), specifically the power-

knowledge relations between women and men, and the structures and cultural 

institutions that maintain and reproduce gender inequalities within the State football 

federations in Eastern Australia. I then discuss the poststructuralism, feminism and 

Foucault debate where I identify the strength of using a genealogical approach within 

sport management research as little has been done in this discipline on gender, sport 

governance, and the effects of amalgamation on women in sport leadership roles. 

Within this thesis leadership is defined as: 

 

A social influence process through which emergent coordination (i.e. 

evolving social order) and change (i.e. new values, attitudes, approaches, 

behaviours) are constructed and produced (Uhl-Bien, 2006. p.668).  

  

The discussion then moves onto Foucault’s theory of government which focused on 

government as both a way of reasoning and a way of making reasoning operable via 

certain technologies. The final section explains Foucault’s technologies of performance 

which provides the framework for my first analysis chapter (Chapter Five). I focus on 

how power/knowledge works through particular rationalities in the football federations’ 

governance by focusing on Foucault’s (1991a) technologies of performance. I examine 

how each State federation, through the technologies of performance, such as the setting 

of performance indicators and their financial viability, governed the way senior 

executive managers and board members interpreted their strategic plans. I focus on how 

women in leadership have been part of the calculation of success or organisational 

performance of the federations.  

 

2.1 Feminist sport management research  

 

The feminist literature examining women’s leadership opportunities within the 

management and governance roles of sport organisations has placed political 

significance on different power relations that shape women’s subordination in 

organisations (Acker, 1990, 1992, 1994, 1998, 2000; Fullagar & Toohey; 2009; Frisby, 
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2005; Hoeber, 2007; Knoppers & Anthonissen, 2008; Scraton & Flintoff, 2002; Shaw 

& Frisby, 2006; Stead, 2013; Talbot, 2002; Taylor et al., 2008). Within this research 

into women’s sport leadership, I consider Larena Hoeber’s (2007) work on studying 

gender equity as an organisational value, an important departure point from which to 

consider the cultural and structural conditions constituting and regulating women’s 

leadership opportunities in sport.  

 

Hoeber’s (2007) research on gender equity as an organisational value provided a way of 

understanding how gender inequity is perpetuated and embedded in the culture of a 

Canadian University athletic department. Hoeber analyses the explanations 

organisational members used to make sense of the meanings and practices of gender 

equity. Hoeber’s (2007) study was informed by poststructuralist feminist theory as it 

provided a lens for understanding and critiquing the local meanings and production of 

gendered knowledge, and encouraged discussion of transforming meanings and 

practices. Although respondents in this research provided multiple meanings of gender 

equity, the most dominant meaning was to ensure equality between male and female 

athletes. Their understanding reflected a liberal feminist understanding of this 

organisational value, which is not surprising since the dominant force in gender equity 

reform in sport has been the emphasis on equality (Hall, 1996; McKay, 1997).  

 

I concur with Ely and Meyerson (2000a), who maintain that liberal feminist 

understandings of gender equity are not sufficient to disrupt the pervasive and deeply 

entrenched imbalance of power. So a liberal feminist approach has not led to substantial 

changes to the existing male dominated structures, practices, conditions and power 

relations that sustain gender inequities in organisations (Acker, 2000; Ely & Meyerson, 

2000b). Although impetus for change appeared to be lacking in this athletic department, 

it is possible that alternative meanings and practices, particularly one that goes beyond 

a liberal feminist understanding and challenge the current power relations, could be 

developed.  

 

Hoeber’s (2007) work on gender equity, as an organisational value, has provided a 

platform from which to consider the cultural and structural conditions constituting and 

regulating gender equity and women’s leadership opportunities in football. Hoeber 

(2007) argues that gendered assumptions are embedded within organisational cultures 
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in areas including organisational values (Acker, 1990, 1992, 1994; Alvesson & Due 

Billing, 1992, 1997). They are powerful because they reinforce guidelines and delineate 

boundaries about what is normal or expected in the organisation (Alvesson & Due 

Billing, 1992, 1997; Knoppers & Anthonissen, 2008).  

 

In drawing upon Julia Nentwich’s work on Changing Gender: The Discursive 

Construction of Equal Opportunities (2006), I am exploring the dilemmas which are 

central for changing gender relations in the workplace. Nentwich (2006) refers to 

‘doing gender’ within organisations as the post-equity or deconstructive feminist 

approach (Guerrina 2001; Meyerson & Kolb, 2000). Here, gender is seen as organised 

through social practices. For instance, organisations are interpreted as gendered and 

patterned through discourse. Gender is the organising principle that shapes social 

structure, identities, power and knowledge, and is no longer something individuals 

‘have’ but rather is something performed. Hence, the focus is not on individual women 

and men, or on organisational structures, but rather, on the social practices constructing 

gender and organisational culture (Connell, 2006; Gherardi, 1994, 1995). My research 

draws on Nentwich’s work to explore how initiating change lies within changing these 

practices.  

 

This argument builds on the work of Adkins (1998, p.47) who argues “that research 

needs to combine cultural and structural analyses of gender-power relations as they are 

often ignored in the male-stream sport management literature.” For example, there is 

much research aimed at analysing and developing better approaches to sport 

management such as the symbolic view of management (Robbins, Bergman, Stagg & 

Coulter, 2003). However, they offer little insight into the governance and gender equity 

issues of sport organisations and how this is influencing women in sport management 

positions.   

 

Joan Acker’s (1990) theory of gendered organisations is important when considering 

the cultural and structural conditions constituting and regulating women’s leadership 

opportunities in sport. I explore the gendered effects of the amalgamation and the way 

it has shaped the thinking, rationalities and conduct of the board and management in 

relation to women’s opportunities for leadership. Acker (1990) identifies five processes 

that reproduce gender in organisations: the division of labour; cultural symbols; 
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workplace interactions; individual identities; and organisational logic. The latter 

process, organisational logic, was at the centre of Acker’s (1990) original critique of 

gendered organisations. My research seeks to extend Acker’s analysis and critique of 

gendered organisations by investigating how gender is embedded in the organisational 

logic of the newly formed football federations. The concept of organisational logic 

draws attention to how hierarchies are rationalised and legitimised in organisations. It 

encompasses the logical systems of work rules, job descriptions and job evaluations 

that govern bureaucratic organisations. Acker describes organisational logic as the 

taken for granted policies and principles that managers use to exercise legitimate 

control over the workplace. She identifies organisational logic as a source of gender 

inequality even though it appears gender neutral on the surface. Acker (1990, p.154) 

suggests: 

 

Rational-technical, ostensibly gender neutral, control systems are built upon 

and conceal a gender substructure…in which men’s bodies fill abstract jobs. 

Use of such abstract systems continually reproduces the underlying gender 

assumptions and the subordinated or excluded place of women.  

 

For example, organisations supposedly use logical principles to develop job 

descriptions. However, Acker (1990, 1992, 1994) argues that managers often draw on 

gender stereotypes when undertaking these tasks, privileging qualities associated with 

men and masculinity that then become embedded in organisational hierarchies. 

Through organisational logic, therefore, gender discourses become normalised in 

organisations, and gender inequalities limit women’s leadership opportunities. 

Consequently, the normalisation (Foucault, 1978) of gendered social practices and 

inequities relating to leadership positions within organisations perpetuate injustices, 

making change difficult.    

 

Acker’s approach, however, has been critiqued for being too essentialist, in that it 

renders all organisations as ‘inherently gendered’: they are ‘defined, conceptualised, 

and structured in terms of a distinction between masculinity and femininity, and ... will 

thus inevitably reproduce gendered differences’ (Britton, 2000, pp. 419, 421–3). In my 

view, the criticism is justified. There is a sense in Acker’s work that organisations are 

essentially patriarchal and immutable. Yet this limitation has not prevented scholars 

(Alvesson & Due Billing, 1997; Due Billing, 2011; Knoppers, 2011; Leonard, 2002; 

Tienari, 2000) from using her five dimensions as empirical tools, even if they depart 
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from the theoretical idea that organisations that exhibit gendered patterns are male or 

masculine in some essential, inherent manner. I argue that when Acker’s five 

dimensions are used as empirical tools these dimensions might, in fact, point to 

variations in the extent to which, and the ways in which, different organisations are 

gendered.  

 

I have also drawn on a plethora of literature which identifies sport organisations’ and 

boards’ perceptions that gender equity is complete within their organisations and that 

there is no need to challenge the existing management structure. This is apparent in 

Inge Claringbould and Annelies Knoppers (2008) study that explores how members of 

national sport governing boards (in the Netherlands), with various gender compositions, 

make sense of gender, and reinforce and challenge ways of doing gender. The results 

showed that these board members ‘did’ gender by perceiving that a low gender ratio in 

board membership as normal and a board with a balanced gender composition is 

unique. These board members used the gender composition, perceived gender 

appropriateness of the job and gendered constructions of behaviour to make sense of 

the existing skewed and balanced gender ratios, and in their sense making, engaged in 

doing and undoing gender. Because board members defined a skewed board as normal 

(more men than women) and a balanced gender ratio as unique, those who were 

members of the board that had a skewed gender ratio did not problematise gender 

skewness. They, therefore, tended to reproduce gender liminally and un-reflexively, 

that is, they were not really aware of the ways their sense making was gendered and/or 

did not consider gender to be an issue (Reskin 2000; Ridgeway & Correll, 2000). My 

research draws on Claringbould and Knoppers’ (2008) study to identify how the 

existing culture and gendered structure of the football federations’ board members may 

be hindering opportunities for women to gain board positions.  

 

2.1.1 Where are the women in leadership? 

 

In exploring the literature on women in sport leadership, I am drawn to the wider 

business literature that problematises the role of women in leadership and that the 

concept of leadership remains a masculine notion, being defined by subtle and deeply 

rooted cultural norms and values in organisations. I consider Sarah Rutherford’s work 

on Organisational Cultures, Women Managers and Exclusion (2001b). She found that 
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the limited access to men’s networks is the greatest barrier for women attaining 

management and board positions and women managers are often unaware of these 

exclusionary practices. Rutherford identified that male networks are often an informal 

field where selection for high level and important board positions takes place. 

Additionally, Sheridan and Milgate (2003) found that similar criteria were used to 

recruit men and women members for corporate business boards, but that high visibility 

played a greater role in the selection of women than of men. In addition, although these 

recruitment criteria were presented as gender neutral, men dominated these high 

powered jobs and continued to be selected for them. In other words, the criteria for 

membership of boards of directors tend to be related to a segment of the labour market 

where women are also under-represented and where the ‘old boys’ networks play an 

important role. I certainly agree with both of these assertions and although a 

considerable amount of research has explored the under-representation of women in 

senior management (Martin, 2001; Power & Butterfield, 2003; Rutherford, 2001b; 

Sheridan & Milgate, 2003), relatively less research has focused on the gendering of 

boards of directors. I also draw on Daily and Dalton’s (2003) research on Women in the 

boardroom: A business imperative, where they argue that boards of directors need 

women members because they add unique strengths to the board that men do not have, 

as their presence signals a commitment of the board to gender equity in the entire 

organisation, and because their presence may enhance organisational productivity.  

 

Leonie Still’s (2006) research reviewed the representational position of women in 

leadership in Australian business, using management and board appointments as the 

relevant domains. Still (2006) argues that research is now considering other aspects, 

leading to a more rounded view on why women have difficulty in being appointed to 

leadership roles. One prime factor is that leadership is not normally associated with 

women (Sinclair, 1998, 2005, 2007). In fact, women’s general lack of acceptance can 

be traced directly to the development of the first leadership theories and concepts of 

power that emphasised the ‘Great Man’ theory which later evolved into trait theory of 

leadership. Investigating the Australian executive culture, Sinclair (1994, 1998, 2005, 

2007) found that constructs of effective leadership in business organisations continue to 

be based on the masculine qualities attributed to heroic or exceptional individuals. 

Alvesson and Sveningsson (2003, p. 1435) agree, stating that “contemporary 
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discussions about leadership still commonly frame it in terms of visionary and heroic 

images”. 

 

Australia is renowned for its ‘macho’ culture, which extends into the realm of 

management and boardrooms, and is an important element of the executive culture 

(Sinclair, 1994, 1998, 2005, 2007). Women have usually been appointed to leadership 

through four main routes: charisma; inheritance; achievement of professional eminence, 

and selection. It is only in recent times that a fifth route, merit, has developed currency 

(Still, 2006). The Australian macho culture is based on the ‘old boys club’, which 

marginalises women’s experience, career prospects and contributions (Bird, 1996; 

Marshall, 1995; Messner, 1998). For example, a woman board member can be 

marginalised in interactions when men perform dominant discourses of hyper-

masculinity within board interactions, such as, ignoring the opinions of women on the 

board and only conferring with other men. In an Australian sport context, Warren 

(2002, p. 19) examined the macho culture within sport leadership roles:   

 

Most of those engaged in the business of sport are men, and organisational 

rules and informal cultures can prevent this space from being inhabited by 

those who do not fit the template. If an outsider is able to work their way 

into this administrative and corporate culture, it is due to the ability to play 

the sports business game as well or better than sport-hardened men. 

 

Additionally, Merrill-Sands and Kolb (2001) maintain that the concept of leadership 

remains a masculine notion, being defined by subtle and deeply rooted cultural norms 

and values in organisations. Merrill-Sands and Kolb (2001) concluded that women may 

have the required skills, but are not seen culturally as leaders in comparison to men. 

This finding was confirmed by Still (2006) in her study of male managers primarily 

because they do not ‘fit’ the culture or management style required, nor understand the 

nuances of senior management. The Australian executive culture, as it currently exists, 

is thus a strong drawback to women’s advancement, with ‘fit’ being more important 

than equity at senior levels for a whole raft of organisational cultural reasons. 

Additionally, Deutsch (2007) and Lorber (2000) have argued much research that 

focuses on the ‘doing’ of gender tends to focus only on the ways in which normative 

gender expectations, meanings and behaviour are reinforced (such as men in key 

leadership positions). However, little attention has been given to the ways in which 
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such situations are also places where gender is undone- that is, where dominant 

gendered meanings are challenged and/or changed through actions and interactions 

(Deutsch, 2007; Lorber, 2000). This is explored further in Chapter Seven. 

Anne Ross-Smith and Colleen Chesterman’s (2009) research is based on an Australian-

wide study of the experiences of women and men in senior management. It adds new 

empirical data to the body of knowledge on women’s career advancement at senior 

levels of organisations. Many women in this study expressed reticence or reserve in 

seeking a more senior level appointment and ambivalence at being pulled in opposite 

directions when taking on leadership roles. Ross-Smith and Chesterman (2009) 

analysed expressions of ambivalence and reticence by exploring the tensions between 

women’s gender identity and the organisational factors that shape their ‘managerial’ 

identity from women’s experiences in the higher education sector and the private 

sector. Examples of reticence in this context were that the majority of women in the 

higher education sector were in their current jobs because they had been invited to 

apply, were approached by search firms or their own direct superiors or were appointed 

from acting positions. Women in the private sector revealed that the conflicts between 

highly demanding and enjoyable work, and the demands of family life were often the 

way ambivalence was discussed in this study. The research suggested that women in 

executive roles are judged as are all workers, against a norm or average that continues 

to favour men. This normative division rarely offers the linguistic and structural space 

in which it is possible to think and work in diverse ways. Katila and Merilainen (2002) 

suggest that women’s resistance to promotion relates to powerful definitions of senior 

jobs as all-consuming and dominated by male values. Ross-Smith, Kornberger, 

Anandakumar and Chesterman (2007, p. 50) support such a contention and argue: 

This tendency can be attributed to a discourse steeped in gendered versions 

of management where masculine norms of work continue to prevail and 

where the social milieu that exists at senior levels of management frequently 

displays dynamics which can be likened to those of organised sport- 

endurance, strength and competitive spirit. 

 

Ross-Smith et al.’s (2007) quote reflects how the masculine leadership norms within 

senior levels of organisations have been compared to the metaphors of organised sport 

that require endurance and strength thus reflecting the masculine norms of playing 

sport. Women are, therefore, less likely to see themselves in leadership positions. Ross-
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Smith and Chesterman’s (2009) research suggests that reticence and ambivalence can 

be explained by a range of factors extending from individual confidence to structural 

and cultural discrimination which is manifested in a lack of expectation that women 

will be accepted in senior positions. Furthermore, their research shows that both women 

and men believed that an increased number and proportion of women in senior 

positions produced more collegial and supportive cultures and organisational cultures 

that were seen to be less competitive and aggressive. It is widely acknowledged that 

changing an organisational culture is a difficult and complex process (Deal & Kennedy, 

1982). But as Kanter (1977) points out, minority members can affect the culture of the 

group. In the higher education organisations Ross-Smith and Chesterman (2009) 

studied, where the percentage of women in senior management was 30% or higher it 

could thus be anticipated that they would influence culture. Both women and men 

interviewed gave many examples of culture change that had provided more supportive 

conditions for women and suggested that women are more likely to apply for promotion 

in organisations they find sympathetic. I explore this finding more closely with the 

State football federations that have women in key leadership roles, which may be 

changing and reshaping the federation’s culture. 

 

My research draws on the preceding business literature to explore how governance 

reform within football in Australia may open up opportunities for women in leadership 

roles at the board and executive management level to enhance awareness of gender 

equity and to challenge the existing male-dominated culture. This literature strengthens 

my argument for cultural change within the governance of football to make gender 

visible. I take organisational culture to be the symbols, beliefs and patterns of behaviour 

of organisational members (Acker, 1990, 1992, 1994, 1998; Alvesson & Due Billing, 

1997). It is expressed in the management style, work philosophies, language and 

communication, informal socialising and temporal structure of work, and in the gender 

awareness of members of the football federations.  

 

2.1.2 The discursive construction of women in sport leadership 

 

In exploring the literature on women in sport leadership, I am drawn to Michelle White 

and Joyce Kay’s work Who Rules Sport Now?: White and Brackenridge Revisited 

(2006) that was unique in that they have identified positive changes for women in sport 
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leadership due to the professionalisation of sport in Britain. White and Kay (2006) 

found that over the last two decades significant gains have been made by some women 

reaching high-level administration positions in sport organisations. For example, 

women have been appointed in increasing numbers to senior jobs in sport governance 

in Britain, and considerable change has taken place in the past twenty years.  

 

White and Kay (2006) argue that the negative predictions of decreasing opportunities 

for women within the professionalisation of sport administration were largely 

unfounded. Despite predictions that professionalisation of sport bodies would be 

detrimental to woman obtaining positions of influence in sports governance, it seems 

that the opposite may be true. The growth of professional sport has meant the 

introduction of written job specifications and criteria which should enable women to 

compete on a more level playing field and eliminate the worst excesses of masculine 

hegemony. The overall situation for women at the top level of sport management and 

administration has improved, particularly among more recently established sport 

organisations. This important finding highlights the correlation between women in 

leadership roles and the age of the establishment. Where the organisation is less than 

ten years old, there is greater likelihood of equal representation of women and men in 

positions of leadership and influence. Their preliminary findings indicate that women 

have, in fact, been appointed in increasing numbers to senior jobs in sport governance 

in Britain.  

 

White and Kay’s (2006) study also identified increasing opportunities for women in the 

area of commercial sport, in particular football in the United Kingdom. For example, the 

Norwich City Football Club revealed that a former chairman aspired to turn the club 

from a ‘cottage industry’ to a more dynamic force in British Football. Subsequently, the 

club spent a season in the English Premier League, and now has an estimated 50 percent 

female workforce and a woman director. My research draws on White and Kay’s 

research to examine more closely the increasing professionalisation of football in 

Australia and the effects of changing sport governance processes and management 

cultures that shape women’s opportunities in Australia. I focus more closely on the 

gendered culture and structure of the football federations and how they constrain and 

enable leadership change. Unfortunately, within the Australian sporting industry there 
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have not been positive changes for women in leadership roles. In March 2013 ‘The Age’ 

published an article that stated ‘gender imbalance may cost top sports’. Journalist 

Samantha Lane (2013, March 21), suggested that despite the professionalisation and 

governance reform of sport organisations in Australia, women have not been appointed 

to board roles (Lane, 2013). Australia's seven top publicly funded sports face budget 

cuts if they fail to meet the 40 per cent target of women being appointed to their boards 

within twelve months. Only one of the Australian Sports Commission's most funded 

sporting organisations, Hockey Australia, accomplished the 40 per cent target (Lane, 

2013).  

I now discuss how or if management practices concerning gender have changed to 

create more inclusive cultures for women in sport leadership positions. Jorid Hovden 

(2010) found that in Norwegian sport organisations women possess only 17% of the 

leadership positions, and that many women in leadership roles were found in children’s 

and youth sports. In other words, in Norway, as in organised sports in most countries, 

the proportion of women decreases as power and prestige increase (Claringbould & 

Knoppers, 2007, 2008). Sally Shaw and Larena Hoeber’s (2003) research argues that 

despite the increasing numbers of women in senior sport management positions over 

the past 30 years, men still remain dominant in these roles, indicating a level of gender 

inequity within sport management. It is often assumed within sport organisations that 

women are well matched for lower level management roles, where-as men are more 

suited to senior management roles. Shaw and Hoeber (2003) found that senior 

management roles were heavily dominated by discourses of masculinity that are linked 

to men and are highly valued within sport organisations. For example, a commonly held 

belief is that leadership roles entail a commitment of time and energy beyond minimum 

job requirements, which ignores the gendered expectations that position women as 

responsible for child care and domestic work that must be negotiated above and beyond 

their public responsibilities. Men, on the other hand, are often expected to have fewer 

family responsibilities, and therefore can sacrifice more time to their work 

responsibilities. Other reasons for women’s under-representation in the senior 

management of sport organisations are linked to the perceived “naturalness” of men 

occupying those positions, linked to ‘sporting prowess’ (Shaw & Hoeber, 2003). Shaw 

and Hoeber (2003) examined how discourses of masculinity and femininity were 

developed and reinforced and how they affected employment roles within three English 
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NSOs. They found that discourses of masculinity associated with senior managers and 

their positions were assigned greater value than discursive femininity and positions 

associated with women. Thus, following Shaw and Hoeber (2003) I am able to examine 

the leadership roles women hold in the management structure of the State football 

federations.  

 

By drawing on work by Simpson and Lewis (2005, 2007) and Lewis and Simpson 

(2010), I examine how women move between states of being visible and invisible 

within leadership roles within the football federations. I utilise Witz’s (1990, 1992) 

work on ‘fit’ and ‘lack of fit’ of women negotiating their gendered leadership roles on 

sport boards that informs Simpson and Lewis’s (2005, 2007) and Lewis and Simpson’s 

(2010) work on the (in)visibility of women in leadership roles. In particular, I focus on 

surface and deep level (in)visibility in the State federations by exploring how 

(in)visibility operates and is produced and reproduced in organisations through 

organisational processes and practices (Lewis & Simpson, 2010; Stead, 2013). I explore 

how women in leadership switch between male and female identities in order to 

advance their leadership careers (Binns, 2010; Bruni & Gherardi, 2002).  

 

Consequently, my feminist poststructuralist inquiry involves challenging “inequitable 

relationships of power which involve gender” (Kenway, Willis, Blackmore & Rennie, 

1998, p.18). Previous research has identified several issues such as inappropriate and 

inherently gendered language to describe women and men in sport organisations 

(Woodhouse & Williams, 1999), a reluctance to commit formally to gender equity 

(Hoeber & Frisby, 2001), and the employment promotions and ‘networking’ which 

often favours one sex over the other acting as ongoing issues to the realisation of 

gender equity in organisations (Davidson & Black, 2001; Meân, 2001; McKay, 

Messner & Sabo, 2000). In addition, the research recognises that power is located “in 

systems of shared meaning that reinforce mainstream ideas and silence alternatives” 

(Fletcher, 1999, p.17). If conservative understandings of gender equity within sport 

organisations are unitary and shared, little effort will be made to promote change. 

Therefore, I recognise the importance of analysing the internal policies that shape 

gender equity to identify what the football federations say they are doing to improve 

opportunities for women in leadership positions. This is explored further in Chapter 
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Four. I shall now consider the advantages and disadvantages of the myriad of 

approaches used to discuss gender equity and gender equality.  

 

2.1.3 Gender equity or gender equality approach to women in leadership 

 

In exploring the complex issues and varying assumptions about gender equity and 

equality, I am drawn to Hall’s (1996, p.90) explanation of the difference between equity 

and equality:  

  

Equality generally means ‘equality of opportunity’…in sport, equal 

opportunities were designed to increase women’s overall participation…the 

shift to equity signals a more comprehensive view in which the focus is no 

longer exclusively on women (or any other group) but on a system…that 

needs to change to accommodate them. 

 

I am, therefore, considering equity as the focus of my research as it indicates a more 

comprehensive acknowledgement of change within organisational culture and is more 

complex to develop than equality. I concur with Mills (1993) who argues that equally 

represented numbers of women and men does not necessarily mean equity (Mills, 

1993). This is reflected in the statement that gender equity in sport organisations has 

traditionally been, and arguably remains, a ‘thorny issue’ (Hall, 1996; Hall, Cullen & 

Slack, 1989; Hoeber & Frisby, 2001; Staurowsky, 1990, 1996). Margaret Talbot (2002, 

p. 283) suggests that “one universal constant is that sport lags behind all other areas of 

social or cultural life (even in the church), in awareness of, commitment to, and 

effective implementation towards gender equity.” The strength of focusing on gender 

equity within my research is that it challenges the dominant discourses and taken for 

granted ‘truths’ that may have been established in the football federations thus opening 

up alternative ways of thinking about policy and organisational change. 

 

However, gender equity policies have been criticised for being largely ineffective in 

addressing inequities in sport organisations (Alvesson & Due Billing, 1992). Several 

reasons have been suggested for this ineffectiveness, such as the inability of individuals 

in organisations to reflect on their own practices and accept that there may be 

alternatives to the existing gendered organisational ‘truths’ that pervade organisational 

discourses. Equity policies have been identified as being presented and implemented in 

organisations in a manner that favours existing, acceptable, and often gendered 
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management practices (Alvesson & Due Billing, 1992; Kerfoot & Whitehead, 1998; 

Lehman, 1996). The most intractable problem is the unwillingness of most sport 

organisations to accept that gender inequity is their concern (McKay, 1997; Talbot, 

2001). The tendency of conservative organisations is to reproduce their own image 

(masculinity-as-culture), which results in entrenched resistance to change (Kanter, 

1977; Talbot, 2002). Kanter’s (1977) work suggests that homologous reproduction 

stems from managers’ uncertainty in their work environment and their subsequent 

tendency to create “exclusive management circles closed to outsiders” (Kanter 1977, 

p.48).  

 

These management circles, or bureaucracies, are created to reduce the uncertainty in the 

workplace. In striving to reduce this uncertainty, social similarity becomes salient, and 

managers use actions that set in “motion forces leading to the replication of managers 

of the same kind of social individuals” (Kanter, 1977, p.48). Thus, inherit in this theory 

is that both male and female managers strive to create predictable environments in 

which they rely on socially similar others and they reproduce themselves. However, this 

practice becomes a structural barrier that prevents the advancement of women in many 

occupations and reproduces male hegemony when men are over-represented in an 

organisation or occupation, which is often the case in sport organisations (Kanter, 

1977). Therefore, men are in positions to hire personnel, and, therefore, reproduce a 

male dominant workplace structure. Hence, the importance of exploring how the 

masculine leadership culture within the five football federations has come to assume 

authority, or is considered to constitute authoritative knowledge in regard to appointing 

and employing women into leadership roles, and how women’s leadership difference is 

constructed.   

 

Bird, (1996); Hutlin and Szulkin, (1999); Marshall (1995); and Messner (1998) suggest 

that because managers’ own careers may have benefited from gendered organisational 

practices, (such as ‘old boys networks’ or ‘grooming’ of favoured (usually male) 

individuals for powerful positions), gender equity policies may be constructed to 

undermine women’s involvement in sport organisations. Liff and Cameron (1997) also 

identifies that women are hindered by equity polices that do not challenge existing 

structures and practices in organisations. They argue that the fundamental difficulty 

with this policy approach is that it focuses on women as having problems succeeding, 
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so this needs to be redressed rather than the focus being on changing organisations. As 

a result, women are seen as inadequate and men become resentful of the 'special 

treatment' that follows (Liff & Cameron, 1997).  This ‘add a few women and stir’ 

approach to sport governance positions women as a ‘problem’ that can be fixed through 

inclusion into existing dominant masculine structures and cultures. Gender is thus 

constructed as an overlay of social attributes rather than as a constructed and contested 

dimension of individual and organisational experience (Gatens, 1983; O’Brien, 1981). 

 

Shaw’s (2006a) research examines gender suppression within regional sport trusts 

(RSTs) in New Zealand and suggests that while researchers increasingly focus on how 

gender is articulated, there is also a need to examine gender suppression, or how gender 

is deliberately not expressed in organisations. Shaw (2006a) found that gender relations 

within organisations are a reflection of historical societal discourses and that 

individuals influenced by these discourses play a large and active role in maintaining 

gender relations that reinforce the status quo. Furthermore, individuals may do little to 

challenge taken for granted assumptions which influence, and are influenced by, 

organisational understandings of gender. My research draws on Shaw’s work to explore 

how gender is made visible and becomes an issue for change in relation to the 

management and governance within the football federations. I focus more closely on 

how current executive managers and board members are challenging the existing 

culture and structures to open up opportunities for women in key leadership roles. The 

preceding research further strengthens my argument for the need to develop insight into 

gender awareness/blindness of sport administrators within football organisations.  

 

Within the current ‘post-feminist’ neo-liberal context there are powerful discourses 

suggesting that gender equity is ‘complete’ or ‘done’ within a range of organisations. I 

explore this perception by interviewing administrators and board members from the 

State federations in relation to how they view gender equity within their policy 

planning and implementation. As Benschop and Dooreward (1998) suggest, the 

argument that gender is complete is accepted by individuals in organisations because 

they enable those individuals to engage in discriminatory practices while “a dominant 

perception of equality occurs at the same time” (p.787). Gender blindness may be seen 

in organisations where a small number of ‘token women’ occupy senior positions yet 

practices that might exclude women on the basis of their gender are largely ignored. 
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This will be further investigated in relation to guidelines and resources developed by 

the ASC that identify the need to change the structures and culture of sport 

organisations to advance women in leadership positions. Textual analysis of policy 

documents such as the ASC: Governance Principles is discussed in Chapter Four, 

section 4.2.    

 

One of the key contributions of my research is to provide an alternative approach or 

different way of thinking about gender equity and women in leadership in the sport 

governance literature. From a poststructuralist approach it is possible that local 

resistance from individuals and concerned groups may lead to change (Foucault, 1980a, 

1984). Liff and Cameron (1997, p. 37) argue that, “a more pro-active approach is 

needed, based on the view that it is organisations not women who have the problem.”  

Rather than interpreting these problems as inevitable and ‘just the way it is’, female and 

male managers may be able to challenge and change dominant discourses within sport 

organisations. The traditional focus on ‘women’ as a subgroup who have ‘problems’ in 

organisations has led to gender equity being dismissed as a ‘woman’s problem’. 

Consequently, the removal of ‘women’ as an explicit ‘group’ from equity rhetoric on 

organisational diversity has led to a broader and, for some, more acceptable 

understanding of the term equity (Liff & Cameron, 1997). As a result, the 

organisational culture, rather than ‘women’, becomes the target of equity policies.  

 

It is therefore important to examine the importance of analysing sport policy as a 

discourse or ‘text’ which may open up new understandings and knowledge about how 

to address gender equity to improve women’s sport management positions. My research 

draws on Carol Bacchi’s (1999, 2000, 2006, 2007) and Tess Kay’s (1996) works that 

offer an alternative feminist approach to policy analysis and advocates a shift in focus 

from the role of values in policy making to the production of meaning. Carol Bacchi 

(1999) coined her policy analysis as ‘What’s the Problem?’ and it can be applied to any 

policy area to develop new ways to think about, and address, policy problems. As part 

of this approach, policy proposals need to be screened for problem representation and 

then analysed in terms of their effects, both practical and discursive. Bacchi (1999) 

suggests that it is also useful to examine when and how a particular topic achieved 

social problem status, as some social problems have a tendency to reappear in different 

historical periods, and to identify contrasts and similarities in the meaning given to 
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them at these times. For example, over the past twenty five years, women’s sport 

policies that have been developed by the Australian Sports Commission and the Federal 

government, have focused on addressing inequalities in women’s sport participation 

and management by identifying gender related barriers. There has been less emphasis 

on the cultural and organisational changes required to create the social conditions for 

greater gender equity (Australian Sports Commission, 1987, 1992, 1997, 1999a, 1999b; 

Commonwealth of Australia, 1999, 2001, 2006).  Bacchi (1999) also focuses on how 

groups (such as women) are constituted in particular ways through the rationalities 

employed in policy discourses and the ‘effects’ on ways of thinking about problems and 

solutions (e.g. supporting, ignoring or refuting gender equity).  

 

The problem focused approach examines the discursive construction of policy problems 

and the effects on women’s positions and equity issues in relation to management 

(Bacchi, 1999). The challenge to conventional policy approaches is the suggestion that 

‘problems’ do not just exist out there, in the social world, waiting to be addressed and 

solved, but that problems are created within a complex policy community. Hence, 

Bacchi (1999) means that any policy proposal necessarily contains a diagnosis of the 

problem to be addressed. The policy proposal identifies what is of concern and what 

needs to change. She called this a problem representation and suggests, as a first step in 

policy analysis, teasing out the policy representations which necessarily lodge in policy 

proposals. The argument is that it is impossible to assess policy proposals without doing 

this since, if in your view, the problem ‘is misdiagnosed, you are unlikely to find the 

proposal helpful’ (Bacchi, 1999).   

 

I concur with Bacchi’s (1999) approach to policy analysis, and argue that it could be 

applied to develop new ways to critically think about and address gender equity within 

the Australian sport system and football federations as a policy community. For 

example, the lack of women in sport leadership positions has been problematised within 

policies such as the Active women: National policy on women and girls in sport, 

recreation and physical activity 1999-2002 (ASC, 1999a) through gender specific 

discourses that discuss the intrapersonal and interpersonal constraints women face 

which may influence their opportunities to advance their careers. While such policies 

make gender visible the focus has been on women as the problem (lower rates of 

involvement), not the male-dominated culture and structure of sport organisations, that 
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impede women’s involvement. The strength of adopting Bacchi’s approach to my 

research helps me to examine the manner in which social issues are represented in the 

State football federations’ policies, interests are represented and whose are excluded, 

and the power relations evident in these representations (Bacchi, 2000).  

 

Tess Kay’s (1996) research into turning sport policy into sports practice in Britain 

suggests policies are represented as ‘text’ in different forms such as written policy 

statements, interpretative guidelines and good practice guidelines. Focusing on policy-

as-text can introduce a number of important new emphases to our understanding of 

what policy is. The meaning of policy does not have a single fixed form. As it is 

interpreted by each reader, individual interpretations of policy texts take place in 

context (Kay, 1996). This means that when individuals respond to the policy text, they 

read it already equipped with a complex array of existing values, attitudes and beliefs. 

For organisations to translate their understanding of the text into practice, they must 

then engage in a creative process that involves thought, invention and adaptation (Kay, 

1996). In these ways managers have active input into policy formulation and 

implementation. Policy does not normally tell them what to do, rather they create 

circumstances in which the range of options available in deciding what to do are 

narrowed or changed (Ball, 1993). If policy is variously interpreted by each individual, 

some level of contestation is necessary during the policy implementation process, in 

order to reconcile different interpretations and provide a basis for collective action. My 

study moves beyond Kay’s focus to problematise how the State football federations’ 

executive managers and board members formulate and implement policies and strategic 

plans that address opportunities for women in leadership and gender equity. I will 

further explore how individual beliefs and values are reflected in the strategic plans of 

each federation.  

  

In the following section I examine the current literature and theory that have evolved 

from the increasingly professionalised playing and business environment of sport in 

Australia, with a particular focus on sport governance and the important role of the 

board in the strategic planning process (Hoye, 2003, 2006; Hoye & Cuskelly, 2007). I 

discuss the three widely accepted non-profit sport governance models: the Carver 

policy governance model (1997); the Houle traditional governance model (1960, 1997); 

and the executive-led model (after Block 1998; Druker, 1990; Herman & Heimovics, 
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1994), and how the State football federations have adopted one or all of these models in 

the process of amalgamation. Finally, I focus on a particular aspect of governance - the 

gender dimensions of organisational amalgamations in sport within the United 

Kingdom, USA and Australia. 

 

2.2 Issues of governance in sport organisations 

 

Contemporary sport organisations face an array of performance pressures from the 

public, the organisations’ members and the government. Escalating pressures include 

increased revenue generation, attracting higher membership numbers, and the provision 

of more member services, while at the same time producing world champion teams. 

Governance is a critical component of managing a sport organisation since it is 

concerned with issues of policy and direction for the performance of sport organisations 

(Ferkins, Shilbury & McDonald, 2005; Hoye, 2003, 2006; Hoye & Auld, 2001). 

Furthermore, Shilbury and Ferkins (2011) contend that an increased focus on 

governance research signifies the importance of professionally delivered sport services 

to the communities. Bob Tricker outlined the importance of governance and its implied 

influence on organisational performance. He wrote “if management is about running a 

business, governance is about seeing that it is run properly” (Tricker, 1984, p.7).  

 

In a governance system, the board is a critical mechanism because its main 

responsibility is to make certain that the activities of the organisation are carried out in 

the best interests of the organisation, its members and society. The ASC argue that good 

corporate governance acts to ensure that sport organisations are viable and effective in 

the present and future (Australian Sports Commission, 2005a, 2005b). Hoye and 

Cuskelly (2007) suggest that sport governance aims to ensure that the board seeks to 

deliver outcomes for the benefits of sport organisations and their members and that the 

means used to achieve these outcomes are monitored effectively. Yeh and Taylor 

(2008) argue that in a sport organisation, the board is generally granted power to 

establish or ratify strategies, monitor activities carried out to achieve strategies and 

impose punishment if members violate rules. While sport governance does not only 

concern the board, the board plays a vital role in sport organisations and defining sport 

governance (Yeh & Taylor, 2008).  
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I agree with Yeh and Taylor’s assertions, however limited studies exist in sport 

governance on the strategic contribution of board members. Leading scholars in sport 

management have also expressed their concern at the lack of studies on strategy 

development in this field (Slack & Parent, 2006; Thibault, Slack & Hinings, 1993). 

Researchers have only recently turned their attention to this topic (Ferkins & Shilbury, 

2012; Hoye, 2006; Hoye & Cuskelly, 2003, 2007; Kikulis, 2000; Shilbury, 2001). As a 

result, there are a small but growing number of empirical studies that seek to address 

sport governance. In particular, on the areas of shared leadership, board power and 

performance, board motivation, board roles, and board structure.  In one of the few 

studies focusing on the board’s strategic role, Edwards and Cornforth (2003) identified 

difficulties in explaining board strategic contribution in the non-profit sector. One 

concern was the distinction between policy and strategy. Here the authors stressed that 

strategy relates to how organisations positions themselves competitively, while policy 

is “…about giving substance to collective values” (p.78). Thus in a sport organisation, 

concerns about gender equity would be matters of policy where as an amalgamation to 

establish a better competitive position would be a matter of strategy. They considered 

that the boundary has become blurred in practice within the public and non-profit 

setting and that “…the discourse of strategy has become predominant” (p.79). Overall, 

the authors considered that strategic contribution is a contested term: “how boards 

interpret it depends on perceptions about the very purpose of quasi-autonomous public 

and non-profit organisations” (p.79).  

 

2.2.1 Board involvement in strategy: advancing the governance of sport   

         organisations  

 

Lesley Ferkins, David Shilbury and Gael McDonald’s (2005) study seeks to advance 

the understandings of sport governance by investigating the strategic capability of 

NSO’s boards. Their study of board strategic processes found that boards of sport 

organisations can develop strategic capability by becoming more involved in strategy 

development. One construct they used in their research was the notion of shared 

leadership between the CEO and the board and is drawn from work specifically relating 

to non-profit sport organisations (Shilbury, 2001). In a recent summary of the issues 

regarding the strategic contribution of sport boards, Hoye and Cuskelly (2007, p.117) 

considered that at “the heart of the issue for sport organisations seems to be clarifying 
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the respective roles of the board and staff in all strategic activities.” This statement is 

consistent with findings from Shilbury (2001) on board roles in State sport 

organisations. He stated that it is not necessarily a negative outcome that there is 

increasing influence by the CEO. In his study, he found that “the executive directors 

were seeking shared control and leadership specifically through their preference for 

greater influence by the board in the strategic planning process” (p.275). 

  

The board-CEO dynamic has dominated governance related work in sport, and is 

explained by the transition from volunteer organised and delivered sport to a hybrid 

where, increasingly, paid staff work with executive volunteers (the board) and service 

volunteers (operational) to deliver sport to the community (Ferkins & Shilbury, 2012).  

I concur with Shilbury (2001) who assessed this leadership paradox to be an unresolved 

dilemma facing the governance of sport. However, while Ferkins et al. (2005); Hoye 

and Cuskelly (2007); and Shilbury (2001) discuss shared leadership, their work does 

not specifically engage with how changes in the gender composition of board members 

can be addressed through strategic planning of the board. I focus more closely on the 

strategic planning of the five State federations’ and how they have enabled or 

constrained change for women in leadership roles.  

 

I now discuss the three widely accepted non-profit sport governance models: the Carver 

policy governance model (1997); the Houle traditional governance model (1960, 1997); 

and the executive-led model (after Block, 1998; Druker, 1990; Herman & Heimovics, 

1994) and how the State football federations have adopted one or all of these models in 

the process of amalgamation and the governance changes that have occurred at the 

board and executive level.   

  

2.2.2 State Football Federation’s governance models 

 

The report of the independent soccer review committee into the structure, governance 

and management of soccer in Australia is colloquially known as The Crawford Report 

(ASC, 2003). The report recommended that Carver’s (1997) governance model be 

applied to the management of football in Australia. Hoye and Cuskelly (2007) also 

contend that despite sport traversing the commercial and non-profit domain, sport 

boards have, in the large part, adopted corporate governance practice. This model 
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advocates that the board develops strategy and policy and the administration, including 

policy implementation and day to day operations, are delegated by the board to the 

CEO who then delegates roles to the management team. Carver (1997) outlined five 

elements of an effective governing board. These elements were presented as a new 

model that Carver called ‘policy governance’. It described what an effective board 

might look like and the type of work it would undertake. The five elements consisted 

of: establishing ends; setting executive limitations; clear board and executive 

relationships; clearly defined governance processes; and monitoring and reviewing. 

Carver’s model promotes the view that policy making by the board is its sole focus. The 

relationship between the board and its executive is based on the board putting in place a 

set of policies that ensure adequate accountability of the actions of the executive. The 

executive has no responsibility for the board itself, only to the board, implying that the 

board should create a policy framework to enable the organisation’s operation and 

performance to be monitored by the board as part of its regular activities.  

 

Although the State football federations adopted Carver’s governance model there have 

been several criticisms of this particular model. For example, Fletcher (1999, p.436) 

criticised its “idealised view of the board, operating above the messiness of the board-

executive relationship as it really exists in non-profit organisations”. The model also 

does not address the important role of the board in managing external relationships and 

it “clearly subordinates the CEO to the board and expects the board alone to set the 

parameters of the relationship” (Fletcher, 1999, p.436).  

 

This is in direct contrast to Houle’s traditional model which promotes the need for the 

board and executive to work closely to clarify leadership roles and develop policy in a 

realist partnership. The traditional model is based on five elements. Firstly, a systematic 

board member recruitment process is used along with on going board member 

development so that the human potential of the board is maximised. Secondly, the 

board operates within a set of by-laws and policies and that the minutes of the board 

and committee meetings are consistently reported. Thirdly, the role of the board, CEO 

and other paid staff (and the relationship between them) are clearly defined to facilitate 

clear decision making. Fourthly, the board works hard to develop a positive culture, 

adopt an annual work plan, have regular meetings with well managed agendas and 

conduct on-going evaluation of its work and the contributions of individual board 
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members. Finally, the board also focuses on maintaining external relationships with its 

various stakeholders. Fletcher (1999, p.435) summarised that in this model: 

 

The work is done by the staff, the administration by management and the 

policy making by the board; in this traditional model, the board is truly in 

charge of the organisation.  

 

However, two of the leading researchers into non-profit governance have criticised the 

traditional model for the idealistic view that the board alone has ultimate responsibility 

for the organisation (Herman & Heimovics, 1990). 

 

The executive led model proposed by Drucker (1990); Herman and Heimovics (1990); 

and Block (1998) contrasts both with Houle’s traditional model and Carver’s policy 

governance model and advocates the executive as central to the success of non-profit 

organisations. Drucker (1990) stated that the board of a non-profit should meddle in the 

affairs of their organisation, but should do so in an organised fashion. Furthermore, the 

ultimate responsibility for the performance of a non-profit organisation, including its 

governance, should rest with the executive. Herman and Heimovics (1990) echoed 

Drucker’s ideas when they found that the reality of most boards was that they depended 

on their executive for information almost exclusively and looked to them to provide 

leadership. Herman and Heimovics (1994, p.140) examined a series of events in non-

profit organisations and discovered that “all (including chief executives) see the 

executive as centrally responsible for what happens in non-profit organisations.” They 

advocate that is this is the reality of most boards, with executives being responsible, and 

then accepting this responsibility, and “work to see that the boards fulfil their legal, 

organisational and public roles” (Herman & Heimovics, 1994, p.140).  

 

Distinguishing between the three models may present a dilemma for the State football 

federations. For example, empirical research carried out by Herman and Heimovics 

(1990, 1994) concluded the executive was intimately involved in the development of 

strategy and policy for the board and organisation. Herman and Heimovics (1990) 

argue that the simple separation of roles between executives and volunteers outlined by 

the first two models (the traditional and policy governance models) does not reflect the 

reality of working relationships that occur in most non-profit organisations. My 

research draws on Herman and Heimovic (1990) to explore the governance practices of 
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the football federations on the East Coast of Australia. It also enables me to examine 

the rationalities and strategies that executive managers utilise in developing policy and 

strategic planning that address gender equity whilst working with board members on 

the new governance roles of the federations. The complexities of the power/knowledge 

relationship between executive managers and board members will be explored further 

in my analysis chapters (Chapters Five, Six and Seven). Therefore, I argue that the 

football federations face the dilemma of operating within an executive led model and 

the policy governance model.  

 

What the three models of sport governance (Houle traditional governance model (1960, 

1997); the Carver policy governance model (1997); and the executive-led model (after 

Block 1998; Druker, 1990; Herman & Heimovics, 1994) do not take into account is the 

gender, power and knowledge relations that exist within organisational structures and 

cultures to improve gender equity issues. Therefore, they have not addressed diversity 

and inclusivity of board members within the current governance models. Additionally, 

the complexity of power has not been addressed and the three models tend to view 

power relations as a ‘zero-sum game’ in which complete power is gained by one side 

over the other. For example, power is assumed to be held predominantly by the board 

(policy governance model) or the executive manager (executive led model). 

 

While the Carver policy governance model and the executive led model provide 

recommendations on the changing governance reforms for football in Australia, I am 

examining an alternative approach to sport governance through a Foucauldian 

governmentality lens that makes visible how the power/knowledge relationships are 

played out within the State federation’s governance culture and structure (see section 

2.4 for a detailed discussion on Foucault and power). Drawing on Foucault’s notion, of 

governmentality, enables me to examine how individuals govern themselves and others 

conduct within their specific State federations. Thus, identifying how the governance 

reform within football in Australia may open up opportunities for women in leadership 

roles. 
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2.2.3 The gendered effects of amalgamation 

 

Research has been predominantly carried out on the gendered effects of amalgamation 

in the United Kingdom, New Zealand and the United States of America. Shaw and 

Slack’s (2002) research into the amalgamation of a publicly funded British sport 

organisation suggests that the culture of women’s and men’s organisations worked to 

protect certain traditions that enabled the continuation and reiteration of traditional 

gender relations that adversely impacted on women in management and board roles. 

Their research identified that senior management expressed extreme views about 

working with women, and the women’s association was reluctant to amalgamate due to 

the fact that the administrative side of any new association may be dominated by men. 

Members of both associations had developed and protected knowledge about their 

organisations which was expressed in a reluctance to work with the other sex. Despite 

this historical uncertainty, when the organisations merged the men began to appreciate 

and value the skills that the women brought, such as financial and administrative 

knowledge (Shaw & Slack, 2002). This is an example of how changing gender relations 

were shaped by the construction of ‘alternate’ knowledge about the women’s 

organisation.  

 

This reinforces the need to explore in my research how organisational traditions and 

cultures within the State federations may be impeding or enhancing gender equity 

issues to improve women’s management opportunities. Cunningham (2008); and 

Gilbert and Ivancevich (2000) argue that top management support led the charge for 

diversity efforts, creating a workplace where diversity is valued and that capitalises on 

the benefits differences can bring. Therefore, I examine how men in senior executive 

management roles instigate practical and cultural change to shape opportunities for 

women in leadership, whilst exploring the driving and resisting forces that impact on 

the development, implementation, and acceptance of gendered diversity management 

initiatives within the State federations. Thomas and Ely (1996. p.80)  suggest that  

“workplace diversity is about increasing racial, national, gender or class representation, 

[and] recruiting and retaining more people from traditionally under-represented 

(identity groups)”.  
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Additionally, in the United Kingdom, the Football Association took ‘control’ of the 

women’s game from 1992 (Williams, 2003), while the male-run football body of New 

Zealand Football assumed “entirely…the control and operation of women’s football” 

by the end of 2001 (Cox & Thompson, 2003, p.222). In both cases the women’s 

organisations were made redundant. Hargreaves’ (1994) research on gender bias in 

sport leadership within the United States identified that the implementation of equal 

opportunity policies resulted in improved opportunities for women in management roles 

that were previously exclusively male. However, she stresses that it is misleading to 

assume that even with the growth of the sport industry this trend is in any way 

comprehensive, or that it has seen a redistribution of power and ideas within sport 

organisations. Hargreaves (1994) found it ironical that new patterns of discrimination 

against women are emerging as a result of measures that have been implemented 

towards gender equality within sport organisations. In most circumstances authority has 

remained with men, that is, a sexual division of labor based on traditional assumptions 

about male and female abilities.  

It is also the case that the merging of men’s and women’s associations has tended to 

increase rather than decrease discrimination. Hargreaves’ (1994) research identifies that 

when women have control over their own sport organisations they have considerable 

responsibility. However, with the creation of mixed organisations in schools and 

colleges, women have tended to lose the authority that enables them to exercise power 

and be heard by male colleagues (Hargreaves, 1994). This was due to the United States’ 

legislation, Title IX, where the men’s and women’s programs and departments were 

merged in response to the legislation. Since Title IX, collegiate sport in the USA has 

experienced a huge drop in the percentage of women’s programs administered by 

women, but an increase in participation by women as athletes (Hargreaves, 1994).  

Hargreaves (1994) also discusses the effects experienced in the United Kingdom as a 

result of amalgamations. For instance, the amalgamation of the separate governing 

bodies of men’s and women’s athletics in the UK highlights that women are almost 

invisible in the top echelons of the British Athletics Federation (BAF) (Hargreaves, 

1994).  

I am, therefore, considering how women, who after the amalgamation process, have 

been appointed to positions within the newly formed federation that have little or no 
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direct input into the management of football in Australia. This is supported by Shaw 

and Penney’s (2003) research into the development and implementation of gender 

equity policies in National Governing Bodies in English sport. When amalgamation 

occurred within one of the National governing bodies it resulted in women not being 

able to access senior professional management roles, with all seven paid, professional, 

senior managers being men. Women were ‘sidelined’ in support roles with little or no 

direct input into the management of the organisation. 

White (2003) discusses a similar situation in the United Kingdom where men’s and 

women’s National Governing Bodies (NGBs) for cricket, football, squash and hockey 

have amalgamated in the last twenty years. These amalgamations have taken various 

forms with different consequences. In some cases, such as football, the long established 

and powerful Football Association took over or incorporated the much smaller 

Women’s Football Association in 1993. While every one of these amalgamations is 

different, and women in the organisations have different views on the costs and benefits 

of joining the men, the general pattern emerging is that women have sacrificed 

autonomy and control over their sport, but gained financial advantages and access to 

facilities, coaching and sponsorship. In terms of the culture of these newly formed 

organisations, it seems that male models have prevailed within the sporting system, 

with a decrease in women’s influences in the boardroom and presence in decision-

making positions.  

 

Conversely, there is presently much less research dedicated to the gender dimensions of 

organisational amalgamations in sport within Australia. The exceptions are Sharon 

Phillips’ (1998) work on the women’s and men’s hockey merger; Megan Stronach and 

Daryl Adair’s (2009) research on the amalgamation of women’s and men’s cricket, 

Ruth Sibson’s (2004) research on field hockey in Newcastle, and Sibson’s (2010) 

research on the amalgamation of the women’s and men’s association to develop a six 

member volunteer board of directors of an Australian local, grass-roots sport 

organisation. Phillips’ (1998) research into the issues arising from the amalgamation of 

women’s and men’s sport organisations identifies that women believe they have more 

to lose in the process. For example, in the case of Hockey Australia, the women felt 

their hard won position and organisational independence were in jeopardy and yet they 

needed to comply with the international governing body or risk disaffiliation prior to 
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the Sydney 2000 Olympics (Phillips, 1998). Hockey Australia went on to address 

governance issues that included gender equity within the structure of the board and a 

new constitution with equal representation of women and men. They now claim to be 

“probably one of the more advanced gender-equal organisations in the country” 

(Commonwealth of Australia, 2006, p. 77). This success poses a challenge to other non-

traditional sports for women such as football, in relation to governance and gender 

equity processes which I explore in the analysis chapters.   

  

Stronach and Adair’s (2009) research identified similar issues to Phillips where in 2003 

the men’s Australian Cricket Board and Women’s Cricket Australia amalgamated to 

form a gender integrated body, Cricket Australia. The new organisation served the 

interests of women well in a number of key areas, including junior development, 

coaching of talented youth, financial support and lifting the profile of the women’s 

game. Yet these benefits, are, arguably compromised by the managerial strategy in 

which women have little decision making voice in the State organisations, and were 

absent from the board of Cricket Australia. Stronach and Adair (2009) argued that in 

managerial terms the outcome has been more of a takeover. Margot Foster’s (1999) 

paper delivered to the World Trotting Conference in Sydney on women in a sporting 

administration environment offers similar sentiments: 

 

the impact of amalgamation is that it is more likely than not that the women 

will back off or acquiesce in a combined organisation leaving the whole 

organisation in the control of men who may or may not have an interest in 

the women’s side of the sport.  

 

Similarly, Ruth Sibson’s (2004) research on field hockey in Newcastle, Australia, 

examines the extent to which sport negotiated wider global trends, elaborated on the 

crucial role that gender plays in defining this process, and investigates the 

consequences of sport’s contemporary development for its participants, especially 

women. Sibson (2004) identifies the difficulties that women in hockey face in 

maintaining representation in and, therefore, a level of control over their sport because 

their governing bodies have been compelled to participate in a process of 

administrative restructuring which has essentially required the amalgamated of the 

women’s and men’s organisation. Sibson (2010) research reveals the exercise of 

exclusionary power as an aspect of gender relations within a six member volunteer 



46 

 

board of directors of an Australian local, grassroots sport organisation. Historically, 

the administration and operation of the Men’s Sport Association (MSA) and the 

Women’s Sport Association (WSA), and their respective clubs, occurred in totally 

separate domains. However, the formation of the Sport Centre Limited (SCL) 

company in 1985 and the opening of the sport centre in 1991 as a new facility 

designed to accommodate the playing and training requirements of the women’s and 

men’s organisations required the development of volunteer board of directors. This 

process required the amalgamation of representatives from two organising bodies into 

one, which, like many other sport organisations, was gendered. The difficulties for the 

female directors were that in attempting to be an effective and equal partner in the 

new board, they had to negotiate and adopt strategies to be heard. The exercise of 

exclusionary power by some male board members left one female board member 

with, what was in her mind, no option but to leave.  

 

I argue that it is, therefore, important to examine the gendered effects of amalgamation 

in Australian football that have shaped opportunities for women in leadership roles. 

Hence, I am considering how knowledge and the exercise of power during 

organisational change have constituted women’s leadership opportunities within the 

newly amalgamated football federations. I explore the importance of communication 

(Allen, Jimmieson, Bordia & Irmer, 2007) and planning in relation to the processes of 

amalgamation within the five federations which may assist in building trust between the 

women’s and men’s organisations. As Allen et al (2007) point out, communication or 

the provision of information constitutes a vital component of any successful 

implementation plan. For the purpose of my research trust is defined as:  

 

The willingness of a party to be vulnerable to the actions of another party 

based on the expectation that the other will perform a particular action 

important to the trustor, irrespective of the ability to monitor or control that 

other party (Mayer, Davis & Schoorman, 1995, p. 712).   

 

In addition to a willingness to be vulnerable, there is relatively widespread agreement 

on a further two conditions required for trust (Gillespie, 2003). It is argued that for trust 

to exist there must also be some degree of risk and interdependence (Zucker, 1986; 

Rousseau & Tijoriwala, 1998, 1999). Risk originates in interpersonal relationships 

when either party is uncertain of how the other will act, while interdependence occurs 
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when the needs or interests of one party cannot be achieved without the assistance of 

the other party. My thesis examines how trust may have played an important role in the 

process of the amalgamation of the women’s and men’s organisations.  

 

The following section moves the discussion to focus on the strengths of a feminist 

poststructuralist approach within my research which may open up alternative ways to 

address gender equity in sport management. 

   

2.3 A Poststructuralist approach to sport governance and women in leadership  

 

Poststructuralism is a theoretical approach that emerged as a critique of structuralism. 

In turn, according to Steven Seidman (1998), structuralism was a critique of humanistic 

philosophy, particularly existentialism, which “celebrated the individual as a primary 

active force in the making of society and history” (p.216). Structuralists hold the view 

that there are universal structures which govern the organisation of the mind, 

knowledges and human behaviour, and that these same structures, which give 

coherence and order to the human universe, can be uncovered through scientific 

observation and study (Seidman, 1998). In other words, academics who subscribe to 

this theory believe a ‘reality’ exists out there and that they can examine a particular 

social world to reveal the ‘truth’ of situations, behaviours and relationships, provided 

they have the right tools such as surveys, interviews or observation.  

 

The work of Swiss linguist, Ferdinand Saussure, who maintained that a universal 

structure of language existed and determined human thought (Weedon, 1997), is 

credited with providing the linguistic foundations of structuralism. Saussure (1857-

1913) challenged the conventional view that language was a neutral medium for 

representing the world and conceptualised language as a system of signs whose 

meanings were generated by their relations of difference (Seidman, 1998). This 

understanding of the role of language is shared with poststructuralism. However, 

structuralism and poststructuralism diverge significantly in the understanding of the 

way that language may be interpreted. In contrast to structuralism’s stable language 

system and signs with clear, universal and fixed meanings, poststructuralists such as 

Jacques Derrida deconstructed patterns of language to show that language and signs 

could be interpreted in multiple ways, and to reveal that ‘truths’ of meaning were 
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neither fixed nor set (Francis & Skelton, 2005).  Moreover, as poststructuralists have 

pointed out, language is subject to contestation because its meanings have social and 

political significance.  

 

Post-structuralism is used to address a broad range of research problems and 

interdisciplinary concerns, and it offers a perspective from which to examine the 

relations between knowledge and power that inform the discursive construction of 

women in sport leadership roles within football in Australia. This is important as my 

research questions focus on the discourses members of the State Federations drew upon 

to engage in governance reform, but also how these discourses of governance and 

leadership are articulated within policy and literature. Poststructuralism draws attention 

to the problems surrounding the way theories are constructed, their assumptions, their 

rhetorical strategies and their claims to authority. Instead of an integrated theoretical 

frame of reference which guides an analysis towards unequivocal, logical results and 

interpretations, this style of thought strives for multiplicity, variation, the demonstration 

of inconsistencies and fragmentations, and the possibility of multiple interpretations 

(Alvesson & Skoldberg, 2000).  

 

Consequently, poststructuralism does not have one fixed meaning but is derived from a 

range of theoretical positions developed in, and from, the work of Althusser (1971); 

Derrida (1973; 1976); Foucault (1977b, 1978, 1979a, 1981, 1985); Kristeva (1986) and 

Lacan (1977). Foucault refused to identify with any particular theoretical position, 

although his concepts of power, his examination of historical processes and his 

questioning of the unitary subject are all very much part of poststructuralist thinking. 

Chris Weedon (1987, 1997), whose works attempted to integrate feminist and 

Foucauldian ideas, argued that poststructuralism was a “way of conceptualising the 

relationship between language, social institutions and individual consciousness which 

focuses on how power is exercised and on the possibilities of change” (Weedon, 1987, 

p.19). It is this understanding of feminist poststructuralism, which, combined with 

Foucault’s multiple concept of power as multiple and relational, underpins this study.  

 

Although tensions between feminism and Foucault exist, I find Diamond and Quinby’s  

(1988, p.7) assertion that a feminist analysis of power provides a way to consider how it 

is gendered and, when considered in conjunction with Foucault’s notion of power, 
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enables an examination of how “two regimes of power coexist and often intertwine in 

contemporary society”. I also agree with Sawicki’s (1988, p.189) argument that 

Foucault’s theories are not directives on “what to do, but rather how some of our ways 

of thinking and doing are historically linked to particular forms of power and social 

control”, and as such, serve to raise criticisms and questions. Therefore, my research is 

based around Foucault’s work which implies a concern with questions of how social 

power is exercised and how gender relations might be transformed (Weedon, 1997). 

This entails an interest with the historical conditions of the present (genealogy) that is 

often absent from many poststructuralist perspectives, but is central to the work of 

Foucault. The strength of Foucault’s theoretical approach is that it provides an 

alternative perspective that may inform the sport management profession to identify 

how sport organisations are addressing governance reform and gender equity issues to 

improve women's leadership opportunities.  

 

2.3.1 Towards a genealogy of sport governance   

 

The strength of a genealogical approach is that genealogists do not search for 

foundations or underlying truths. Rather, they search for accidents, contingencies, 

overlapping discourses, threads of power and, more importantly, conditions of 

possibility for the production of commonsense, taken-for-granted truths (Ailwood, 

2004). A genealogical starting point is, as Burchell (1993, p.279) suggests, “the non-

necessity of what passes for necessity in our present.” Mahon suggests that from these 

beginnings it is then possible to focus “on what we typically hold to be ahistorical, self-

evident and substantial in order to reveal its rootedness in history” (1992, p.124).  

 

Foucault’s (1977a) prime research tool for aiming to help raise critical consciousness of 

the workings of discourse/power is genealogy. Foucault states that “genealogy is an 

examination of the relations between history, discourse, bodies and power in an attempt 

to help understand social practices or objects of knowledge that continue to exist and 

have value for us” (1977a, p.146). For example, within my research, gender equity 

policies have been identified as being constructed, presented and implemented in 

organisations in a manner that favours existing, acceptable, and often masculine 

management practices (Alvesson & Due Billing, 1992; Kerfoot & Whitehead, 1998; 

Lehman, 1996). This specific aspect of genealogical analysis, known as the analysis of 
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emergence, is concerned with the shifts and junctures of relations of power between 

people. Foucault aimed to disclose the productive influence of workings of power over 

time in order to reveal dominated and subjected voices (Markula & Pringle, 2006). 

Emergence, Foucault (2003, p.357) said, was “always produced in a particular state of 

forces.” In this sense, Foucault made reference to genealogy as anti-science because its 

research was not attempting to add knowledge to the scientific domain but to oppose 

the effects associated with scientific discourses. He was concerned about how 

knowledges stemming from the human sciences were emphasised to such an extent that 

they had become complex strategic constructs and forms of domination in societies 

(Papps & Olsen, 1997). When specific discourses become dominant, they carry more 

authority or weight than other discourses and become established as ‘truths’. Gradually 

these truths or knowledges establish the boundaries of what is acceptable and 

appropriate, and have implications for how people define and relate to each other and 

themselves. Foucault (1978) refused to separate knowledge and power, stating, “it is in 

discourse that power and knowledge are joined together” (p.100). Thus, as I 

demonstrated in the analysis chapters (Five, Six and Seven), dominant gendered 

discourses which constructed sport leadership as a masculine domain may have 

particular implications for women’s leadership opportunities.    

 

Genealogy provides a “history of the present” (Foucault, 1991a, p.31) and in my 

research, amalgamation and governance reform is a key point in the administrative 

history of women’s leadership within football in Australia. A genealogy of women’s 

involvement in the State football federations enables a critical diagnosis of the ways in 

which female subjects are governed, and govern themselves, within the sporting 

structure and culture of the new organisation in the post-amalgamation period. Through 

undertaking various genealogical studies, Foucault (1977a) asserted that current power 

relations are not secure but are subject to change, and people can be active in 

attempting to change the workings of power.  

 

Towards the end of his life Foucault began extending his genealogical studies to more 

explicitly encompass his analytics of governmentality (Foucault, 2000a). An analytics 

of government examines the conditions under which ‘regimes of practice’ come into 

being, are maintained and are transformed (Dean, 1999, p.21). These are institutional 

practices and include the different ways in which, for example, women in leadership 



51 

 

roles, gender and equity can be thought, made into objects of knowledge, and made 

subject to problematizations (Foucault, 1991b). For example, the lack of women in 

leadership positions has been problematised in different ways and addressed in a range 

of policies, which will be elaborated on in Chapter Four. Feminist work (Shaw & 

Frisby, 2006; Shaw & Hoeber, 2003; Shaw & Slack, 2002; White & Kay, 2006) has 

also sought to examine the effects of gender regimes on women’s opportunities in sport 

leadership, which is important given Foucault’s limited attention to gender.   

 

An analytics of government thus views practices of government in their complex and 

variable relations to the different ways in which ‘truth’ is produced in social, cultural 

and political practices (Dean, 1999). In this way power and gender are brought into 

view as important in sport management research. This will be discussed further in 

Chapter Four (section 4.2.1, 4.2.2) when analysing sport policies developed by the ASC 

and the National body of football in Australia while using Foucault’s governmentality 

approach.  

 

2.4 Foucault’s governmentality approach 

 

Theorising about government has traditionally coalesced around two major camps; the 

society centred approach and the state centred approach. The society centred approach 

owes much to the Marxist tradition, tending to analyse governmental power as a 

complex social relation, with an emphasis on the interplay of social struggles and 

institutions. This approach focuses on the historical and social contingency of states, as 

well as the capacity of states to project power into social realms well beyond their own 

institutional boundaries (Jessop, 2001).  

 

In contrast the state centred approach views the state as a force in its own right, capable 

of exercising autonomy via the collective actions of state officials (Skocpol, 1985, p.9). 

This approach examines how state structures affect the timing, goals and forms of 

collective action (Skocpol, 1985, p.23).   

 

Despite the relative dominance of the society centred approach in sociological circles 

from the 1950s to 1970s, in recent decades there has been a renewed concerned to 

‘bring the state back in’ to sociological analysis to help understand the “histories of the 
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states, social structures, and transnational relations in the modern world” (Skocpol, 

1985, p.29).  Notwithstanding their differing accounts of the role and significance of the 

state as a political actor, both the society and state centred approaches analyse 

government in terms of state power. In this sense, both approaches are primarily 

concerned with analysing the government, that is, the collection of state officials, 

institutions and agencies comprising the state. 

 

By way of contrast, Michel Foucault suggests government should not be exclusively 

analysed with reference to state institutions but instead understood in terms of its 

objectives, and ultimately its practices. According to Foucault, the objectives of 

government have shifted and expanded significantly since the Enlightenment period of 

the seventeenth and eighteenth centuries (Foucault, 1991c, p. 87-88). Prior to the 

Enlightenment period, governments were primarily concerned with extending the 

sovereign’s power and territory, either for the sake of God (in Christian territories) or 

simply to reinforce sovereign’s power (following the Machiavellian tradition). 

 

In contrast, governments from the late seventeenth century onwards became concerned 

with a plurality of specific aims, focused not solely on sovereignty and territory, but on 

populations as well (Foucault, 1991c). This shift towards a greater concern with 

populations in the modern period gave birth to what Foucault calls ‘bio-politics’. As he 

puts it:  

 

The state has essentially to take care of men [sic] as a population. It wields 

its power over living beings as living beings, and its politics, therefore, has 

to be bio-politics (Foucault, 1988c, p. 160).  

 

With the birth of bio-politics, Foucault argues, modern government have become 

concerned with how to “ensure that the greatest possible quantity of wealth is produced, 

that the people are provided with sufficient means of subsistence, that the population is 

enabled to multiply” (Foucault, 1991c, p.95). In meeting these new objectives, a new 

from of governmental power has emerged, focused on what Foucault described as the 

‘conduct of conduct’. Therefore, understanding ‘government’ as the broad sense of 

techniques and procedures for directing human behaviour indicates that Foucault 

(1991c, 1997a) was interested in the operations of government for populations and 

individuals over themselves. In other words, he was interested in the mechanisms 
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through which ‘the conduct of conduct’ occurs in social institutions (Foucault, 1982, 

p.220-1). Foucault, therefore, uses the term ‘government’ in its loosest sense, where to 

govern “is to structure the possible field of action of others” (1982, p.221).   

 

Drawing on Foucault, a whole new field of governmental studies has emerged which 

focuses on government in this broader sense, rather than studying the government in an 

institutional sense (Dean & Hindess, 1998; Cruickshank, 1993; Gordon, 1991; Dean, 

1999, 2007; Rose, 1989, 1998, 1999, 2000). Gordon suggests that (1991, p.2-3) 

government as the ‘conduct of conduct’ concerned: 

 

The relation between self and self, private interpersonal relations involving 

some form of control or guidance, relations with social institutions and 

communities, and, finally, relations concerned with the exercise of political 

sovereignty.  

 

A key contribution of  Foucault’s concept of government, then, is that it focuses on 

governmental power both inside and outside the state, encouraging analysis across 

multiple sites from the government of the state and its institutions, but also with the 

conditions of possibility that are created in which individuals govern themselves and 

others (Foucault, 1982). Drawing on this notion of governmentality enables me to 

examine how the Australian government, through institutions such as the ASC, 

governs independent sport institutions such as NSOs and SSOs and how individuals 

govern themselves and others’ conduct within their specific State federations. It also 

enables me to examine the rationalities and strategies utilised in policies to encourage 

the population to engage in self-governing behaviours in order to be responsible 

citizens.  

 

In addition, sport is an area of social life that is governed by policies aimed at health 

and social participation outcomes. For example, Pirkko Markula and Richard Pringle 

(2006) discuss how by imposing a regime of physical fitness on the population, it is 

possible to govern individual bodies. Furthermore, Simone Fullagar’s (2003) research 

on the gendered dimension of policies that govern active bodies identifies how the 

Active Australia campaign (1997-2002) focused on a ‘one-size-fits-all’ approach to 

active living that did not problematise gender differences and power relations. 

Therefore, health-related fitness practices act as a disciplinary technique that fixes 
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individuals: it creates an organised multiplicity by normalising individual differences 

into one healthy population. 

 

Within the governmentality literature, government is analysed as both a way of 

reasoning (governmental rationality) and a way of making reasoning operable 

(technologies of government). The idea of ‘governmental rationality’ will be explored 

first. For Foucault, the aim of political analysis is not to investigate whether practices 

conform to rationalities “but to discover which kind of rationality they are using” 

(Foucault 1981b, p.226). In this instance, Foucault’s use of the term rationality has an 

instrumental and relative meaning, rather than referring to a type of transcendental 

reason (Lemke 2000). In other words, he is interested in how certain types of 

knowledge are used to rationalise particular governmental practices, but does not wish 

to imply a normative judgement of these practices. Foucault uses the example of penal 

practices to make this point:  

 

The ceremony of public torture isn’t itself more irrational than 

imprisonment in a cell: but it’s irrational in terms of a type of penal practice 

which involves new ways of calculating its utility, justifying it, graduating 

it, etc. One isn’t assessing things in terms of an absolute against which they 

could be evaluated as constituting more or less perfect forms of rationality, 

but rather examining how forms of rationality inscribe themselves in 

practices or systems of practices, and what role they play within them, 

because it’s true that practices don’t exist without a certain regime of 

rationality (Foucault, 1991b, p.79).  

 

From this perspective, rationality is not a form of objective knowledge that simply 

represents reality; rather it is an “element of government itself which helps to create a 

discursive field in which exercising power is rational” (Lemke, 2000, p.8). Following 

Foucault, governmental rationality concerns the ways in which various types of 

knowledge – including sport and financial knowledge- are used to rationalise particular 

ways of governing. Hence, this thesis explores how power works through particular 

rationalities in sport management that inform key constructs such as equity, risk and 

economic imperatives.  

 

Drawing on the existing governmentality literature, I explore how sport administrators 

within Football in Australia exercise power and knowledge through institutional 

practices and norms that ‘govern’ the way sport is administered through certain gender 
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assumptions. For example, the way women are thought to have equal or different 

management capacities to men in the context of sport leadership. Moreover, the 

argument that much recent work on governance tends to dissolve notions of power and 

agency points to the attractiveness of neo-Foucauldian perspectives on power upon 

which governmentality analysis draws (Newman, 2001). Rather than debating whether 

the power of the state has been dispersed through a number of agencies, attention is 

directed to the “the kinds of knowledge and power through which social activity is 

regulated and through which actors–citizens, workers, institutions are constituted as 

self-disciplining subject” (Newman, 2001, p.20). As Dean (1999, p.172) points out, 

“increasingly, government seeks not to govern society per se, but to promote individual 

and institutional conduct that is consistent with government objectives.” It specifically 

looks at the links between micro and macro workings of power within and between 

organisations (Markula & Pringle, 2006). This will be further elaborated upon within 

my research by exploring the workings of sport and financial knowledge and power 

between ASC and NSOs; NSOs and SSOs in relation to their governance processes 

within an advanced liberal society.  

 

Foucault (1980a) contends that power / knowledge are linked together in an intricate 

relationship and suggests that one cannot exist without the other. Foucault (1977a, p.27) 

argues that: 

  

Power and knowledge directly imply one another…there is no power 

relation without the correlative constitution of a field of knowledge, nor any 

knowledge that does not presuppose and constitute at the same time power 

relations.  

 

This, according to Foucault (1982, p.223), “makes all the more politically necessary the 

analysis of power relations in a given society, their historical formation, the source of 

their strength or fragility” in order to understand possibilities and tactics for 

transforming the workings of power. Thus, knowledge is an effect of specific regimes 

of power which constitutes a social reality. However, it should not be assumed that 

knowledge is static, as Kendall and Wickham point out “knowledge goes on without 

us” (1999, p.36). Nor does it mean that knowledge is “objective and value-free, 

inevitably progressive and universal” (Cheek, 2000, p.22). More importantly, 
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knowledge about women in sport leadership and gender equity in theory, policy and 

practice cannot really be considered without exploring its link to power.  

 

Researching sport management from a Foucauldian perspective involves shifting the 

notion that power is something ‘possessed’ by a few individuals or groups. For 

example, I explore how gendered power relationships are negotiated by women and 

men in the amalgamation process in relation to the key leadership roles within the 

newly formed federations’. Foucault (1978, p. 93) conceptualised power as 

“omnipresent as it was produced from one moment to the next, at every point, or rather 

in every relation from one point to another.” The workings of power were deemed “to 

come from below and not from some opposition between the rulers and ruled” 

(Foucault 1978, p. 94). Foucault, therefore, advocated, an “ascending analysis of 

power” (1980b, p. 99). Adopting this approach to power relations, in my thesis, 

involves a significant shift away from the traditional view in sport organisations where 

power is conceptualised primarily in structural terms from the top down (Hoye et al., 

2009; Robbins, Bergmann, Stagg & Coulter, 2003).  

 

Foucault proposes that power is not acquired, but is an interplay of nonegalitarian and 

mobile relations. Power manifests inside relationships rather than being imposed as an 

exterior force and therefore has a productive role (Foucault, 1978). Therefore, the 

strength of analysing power relations from a Foucauldian perspective resides in an 

alternative approach to understanding how individuals can exercise different kinds of 

power within the State football federations to improve women’s leadership 

opportunities. Foucault states that “power is not an institution, and not a structure; 

neither is it a certain strength we are endowed with, it is the name that one attributes to 

a complex strategical situation in a particular society” (1978, p.92). Actually Foucault 

(1987, p.11) reflects: “I hardly ever use the word ‘power’ and if I do sometimes, it is 

always a short cut to the expression...the relationship of power.” Foucault defines a 

relationship of power as an “action by one person that shapes another’s conduct or 

directs the possible field of action of others’’ (1982, p.221).  

 

This suggests that an individual’s action, within a relationship of power, is not 

necessarily direct, dominating or effective in altering the actions of others. For instance, 

the National body of football in Australia (FFA) and the State federations exist within a 
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specific power relation in that FFA attempts to guide and influence certain strategies 

and policies that shape the State federations’ responsibilities and operations. Although 

FFA can develop strategies to direct the actions of the federations, the federations are 

still relatively ‘free’ to decide their responses and ultimately whether they will adopt 

the suggestions. The actions of the federations can also reciprocally influence the 

actions of FFA. If the federations, for example, were to tell FFA that they are thinking 

of developing their own policies this might induce a change in FFA’s strategic 

developments. Therefore, although FFA and the State federations’ relationship of 

power may be unbalanced, they can still be thought of as existing within a specific 

power relation.  

 

Relationships of power are also evident with the federations’ board meetings. For 

example, within Federation D the president of the board may be trying to alter the 

actions of the board members through advocating change in the structure of the board 

by appointing a woman (see Chapter Six, sections 6.2.2; 6.2.3) However, the board may 

or may not perceive the need to vote a woman onto the board and are ultimately free to 

decide. This example helps to reveal an important aspect of Foucault’s (1982, p.221) 

understanding of power relations: “that power is exercised only over free subjects, and 

only insofar as they are free.” In contrast to traditional assumptions about power, 

Foucault did not view power and freedom as mutually exclusive but accepted that 

freedom is a precondition for a relationship of power. This means that within a relation 

of power:   

 

There is necessarily the possibility of resistance, for if there were no 

possibility of resistance-of violent resistance, of escape, of ruse, of strategies 

that reverse the situation-there would be no relations of power (Foucault, 

1987, p.12).  

 

Without the possibility of recalcitrance the relationship would be one of violence or 

physical determination. Thus the strength of adopting Foucault’s perspective on power 

may reveal alternative solutions to the way women in leadership positions are perceived 

within sport organisations. For example, women and men in decision making positions 

may challenge dominant discourses of gender within the football federations and make 

gender thinkable in certain ways, opening up opportunities for women in leadership 

roles (Chapter Seven, section 7.2). Additionally, the importance of analysing sport 
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policy as a discourse or ‘text’ may open up new understandings and knowledge about 

how to address gender equity to improve women’s sport management positions.  

 

2.5 Developing a different analysis of sport governance  

 

Foucault’s notion of governmentality allows an analysis of self-government, the 

government of others and the apparatuses and knowledges through which the State 

exercises control of populations (Foucault, 1991b). Foucault’s technologies of 

performance provide me with a way of thinking about the rationalities and strategies 

that governments utilise in sport policy to encourage NSOs and SSOs to engage in self-

governing practices. Foucault’s technologies of performance examine the technical 

means for limiting the moral and political objectives of governing conduct to the 

optimisation of performance (Dean, 1999). For example, the setting of performance 

indicators and the corporatisation and privatisation of formerly public services are 

technologies of performance. These technologies of performance are “utilised from 

above, as an indirect means of regulating agencies, of transforming professionals into 

what Rose calls ‘calculating individuals’ within ‘calculable spaces’, subject to 

particular ‘calculable regimes”’ (Dean, 1999, p. 169). However, performance is also 

governed from below in that the rights of consumers and service users become the 

criteria for the evaluation of performance of professionals and “a technique by which 

authorities can be open to a rich source of innovation and critical information about 

changing demographics, markets and environments” (Dean, 1999, p. 170). Whether 

operating from above or below, the goal is to maximise and optimise performance.  

 

Thus, following Foucault’s technologies of performance I am able to explore how the 

ASC is directing NSOs and SSOs to adopt a corporate board governance model to 

improve their performance and financial viability. These technologies of performance 

are put in place by the ASC to regulate and transform sport organisations to work 

towards improving the effectiveness and the efficiency of their governance structure. 

Therefore, Foucauldian governmentality (1991a) argues that while neo-liberalism may 

mean less government, it does not follow that there is less governance. Larner (1997) 

suggests that, on the one hand, neo-liberalism problematises the state and is keen to 

specify its limits through the invocation of individual choice. On the other hand, it 

involves forms of governance that encourage both institutions and individuals to 
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conform to the norms of the market. The ASC (1999a, p. 13) notes that “the 

Commission must set policy direction and coordinate delivery mechanisms to ensure 

achievement of [government] outcomes.” For example, the increase in government 

funding for Australian sport in recent years has enabled NSOs to expand programs and 

services for their members (Sport 2000 Task Force, 1999). However, increased 

expectations of accountability by the government for the use of taxpayer funds have 

accompanied these funding increases. Part of these increased accountability 

requirements has been an expectation that NSOs will engage in efforts to improve their 

effectiveness and the efficiency of the governance of their organisations (Sport 2000 

Task Force, 1999). ‘Modernisation’ programs as a political rationality of government 

(technology of performance) have emerged as ways in which governments have sought 

to shape and sculpt the management and administration of NSOs (Green & Houlihan, 

2006). Drawing on the existing governmentality literature, I explore how changing 

forms of knowledge on sport governance are linked to the professionalisation of 

football in the Australian context via analysis of the strategic plans of five football 

federations (Chapter Four, sections 4.6 - 4.10).  

 

2.6 Concluding remarks   

   

My critical engagement with the literature has identified that a shift in thinking about 

how power-knowledge relations shape organisational cultures and governance 

structures is required. This approach aims to improve women’s leadership opportunities 

within sport organisations, in particular football in Australia. There is presently much 

less research dedicated to the gender dimensions of organisational amalgamations in 

Australia. Yet it is a fertile ground for assessments of both long and short term change 

in sport administration (Foster, 1999; Phillips, 1998; Stronach & Adair, 2009; Sibson, 

2004; 2010). There are major gaps in the literature regarding a lack of understanding of 

how gender equity has been constructed within policy and within the management of 

sport organisations in the post-amalgamation era. However, by drawing on Foucault’s 

theoretical approach and empirical studies relating to feminist sport management 

literature I develop a feminist poststructural methodology to investigate the issues 

affecting women’s leadership opportunities. I discussed the relevance of adopting 

Foucault’s perspective on power that may challenge dominant discourses within sport 

organisations in relation to gender equity issues and women’s leadership experiences.  



60 

 

 

I have identified the strengths of a feminist poststructuralist approach which may open 

up alternative ways to address gender equity in sport management whilst 

acknowledging the important contribution of different feminist perspectives to my 

understanding of gender and sport, through critiquing contemporary feminist thought. I 

then introduced the current sport governance models, literature and theory that has 

evolved from the increasingly professionalised playing and business environment of 

sport in Australia with a focus on the governance models that have been implemented 

by the State football federations in light of the recommendations from the Crawford 

Report.  

 

I argued for an alternative approach to sport governance through a Foucauldian 

governmentality lens to make visible the power/knowledge relationships which are 

played out within the State federations’ governance structure and culture. The focus on 

the professionalisation of each Federation through Foucault’s technologies of 

performance, such as the setting of performance indicators and their financial viability, 

governed the way senior executive managers and board members formulated and 

implemented their strategic plans in relation to women in leadership roles and gender 

equity.   

   

In the following chapter, I present a reflexive post-structuralist methodology and the 

qualitative methods (multiple-case study design; textual document analysis; and the 

individual in-depth interviews) used to collect and analyse my empirical analysis on 

whether, or not, in the post-amalgamation era, the professionalisation and governance 

reform within the five State federations of football on the East Coast of Australia, has 

opened up opportunities for women in leadership roles.   
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CHAPTER THREE 

The Research Process 

 

3.0 Introduction 

 

This chapter discusses the methodological approach that has directed my examination 

of the main research question of this thesis: In the post-amalgamation era, how has the 

professionalisation and governance reform within the State federations of football on 

the East Coast of Australia opened up opportunities for women in leadership roles? My 

research is located in a poststructuralist tradition where I have employed multiple 

qualitative methods (multiple case studies, textual analysis and individual in-depth 

interviews) that enable a form of analytic crystallisation (Denzin & Lincoln, 2005; 

Denzin, 1997; Richardson, 2000). My qualitative research draws on insights from 

reflexive methodology, feminist research and Foucauldian theory. Denzin and Lincoln 

suggest that the qualitative researcher draws on a wide range of “interconnected and 

interpretive practices” (2000, p.4) through which to problematise and analyse the 

research findings. I begin this chapter by discussing the relevance of a feminist 

poststructuralist approach to my research. I then provide an overview of the multiple 

qualitative methods I have employed, including the process of selecting the key texts, 

my use of multiple case studies, the individual in-depth interviews, the interview 

process, and the reasons behind my sample selection. The final section will outline the 

approach used in my analysis and the interpretation of the interview material, the 

limitations of my research and my journey of learning to become a researcher.   

 

3.1 Methodology  

 

One of the goals of feminist poststructural research is to move beyond the 

commonsense assumptions and solutions typically used in organisational research and 

practice. Within this approach, the discourses and assumptions that make gendered 

hierarchies and practices appear normal are disrupted with the aim of creating space for 

the development of new meanings and understandings to guide the implementation of 

alternative policies and practices (Fletcher, 1999). Post-structural methodologies aim to 

develop a different knowledge practice that is reflexive about the social forces shaping 
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social phenomena such as gender, in contrast to methods that test whether a theory is 

accurate or not (Browne & Sullivan, 1999). In this way feminist poststructuralism 

offers a mode of knowledge production which critically examines the relationship 

between language, subjectivity and social institutions in order to explore the effect of 

power relations and to identify strategies for change (Weedon, 1997). In particular, my 

thematic analysis focused on how participants used language (specifically discourses 

and metaphors) to describe, and hence construct, their gendered experience of sport 

management (Grbich, 1999; Kellehear, 1993).  

 

Poststructuralist research assumes that ‘reality’ is not given, nor does it pre-exist the 

social order. Rather, different constructions of reality or experience can be represented 

through a range of ‘voices’ in the research process and writing. Issues of representation 

are central to my research and relate to topics such as “voice”, the “other” and the place 

of the reflective researcher in texts produced from research studies (Denzin & Lincoln, 

1998; Geertz, 1988; Van Maanen, 1988). In this study, a multi-voiced approach to 

representation is utilised. For example, in the presentation of data the participants (or 

others) do their own talking. Consequently, their voices are central. However, it is 

acknowledged that although participants speak for themselves, their accounts are 

written by me and interpreted in the process (Denzin & Lincoln, 1998; Geertz, 1988; 

Van Maanen, 1988). Throughout my analysis the participants provided me with 

different constructions of reality and their experiences and perceptions of how, within 

the post-amalgamation era, gender equity was produced through policy discourses. My 

analysis identified how gender equity was made visible or invisible within these 

organisations in order to consider how women in sport management leadership come to 

be governed through particular rationalities. This thematic analysis, with a discursive 

focus was important to my research as it enabled me to identify how women in 

leadership and gender are made thinkable in certain ways within the State football 

federations.  

 

3.1.1 A reflexive feminist approach 

  

My research draws upon the participants’ experiences and my ability to critically reflect 

on the research process and the gendered constructions offered by the participants is an 
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important element of a feminist post-structural approach. My feminist approach focused 

on three central elements of gender that enabled me to critically reflect on the 

discursive leadership practices that shaped opportunities for women within the State 

football federations. Firstly, gender represents an essential theme in the attempt to 

understand social relations, institutions and processes. Secondly, gender relations are 

seen as problematic since they are associated with conditions of inequality within the 

leadership roles of the State football federations. Thirdly, gender relations are regarded 

as socially constructed, which means they are a result of socio-cultural and historical 

conditions.  

 

Henderson, Bialeschki, Shaw and Freysinger (1996) suggest that reflexivity occurs 

because feminists reflect upon, examine critically, and explore analytically the nature of 

the research process. The questioning and consciousness raising that occurs within 

researchers, the researched, and the readers of research are important components of 

reflexivity. Reflection means thinking about the social conditions that are shaping what 

one is doing. When we critically reflect we try to ponder the premises of our thoughts, 

observations and our sense of language (Alvesson & Skoldberg, 2000). For Sterier, 

(1991) “the core of reflection (reflexivity) consists of an interest in the way we 

construct ourselves socially while also constructing objects in our research, for without 

construction, and without constructing and constructed self, there is no meaning” 

(Sterier, 1991, p.245). The process of construction thus indicates something to construct 

(such as gender), a constructing subject (the researcher) and a social context that 

constructs the researcher (society; language; the State football federations). Reflexivity 

in this research context, means paying attention to these aspects of the process without 

letting any one of them dominate (Alvesson & Skoldberg, 2000). As suggested by 

Alvesson and Skoldberg (2000, p.5) a reflective element focuses and “turns attention 

‘inwards’ towards the person of the researcher.” This is not easy, incorporating as it 

does, the researcher, theoretical and cultural influences (Alvesson & Skoldberg, 2000). 

From a feminist perspective this also includes recognising how power is exercised in 

the research process and the effects this may have on the research (Ramazanoglu & 

Holland, 2002).  

 

As a researcher I had to be conscious of my authoritative position within the interview 

process and recognise that this may at times have influenced the research process. For 
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example, the men in senior executive, executive and board positions may have told me 

what they thought I wanted to hear due to my research focus on gender equity and 

women in leadership roles (this is discussed in more detail in section 3.4).  

 

However, in making explicit these difficulties I have used these reflections and the 

benefit of hindsight to both deepen and develop (Mauthner & Doucet, 2003) a more 

rigorous approach to the interpretation of participants’ experiences by drawing closely 

on the theoretical literature on gender and sport management. Through reflection I used 

my own experiences to look more closely at self-other interactions within the research 

relations. This was done by interpreting how the participants answered the questions 

and how social interactions developed between me and the participants with respect to 

issues of gendered leadership and power relations. Therefore, reflexivity is concerned 

with the relationship between the production of knowledge and the knowledge 

produced by the researcher that is made visible and examined (Alvesson & Skoldberg, 

2000).  

 

Foucault’s concept of power- knowledge has helped framed my research methods. 

Foucault, as Deetz (1992, p.77) points out, has “focused attention on the power in rather 

than the power of knowledge.” Knowledge is implicated in my exercise of power 

through specific research techniques, interactions and the representation of the voices of 

others (female and male participants). Alvesson and Skoldberg (2000) suggest that this 

reflexive interpretation indicates the open reflection required across various levels of 

interpretation. This is exemplified in my research by the range of methods I used to 

interpret gender equity issues. Interpretation implies that there are no self-evident, 

simple or unambiguous rules or procedures, and that what is crucial is the researcher’s 

judgement and intuition (Maranhao, 1991). When I reflected back on the interview 

process I examined critically the way some men in executive management and board 

positions perceived that gender equity was not an issue within their federations and that 

women were given every opportunity to be employed within key executive leadership 

roles or voted and appointed onto the board. However, the participants did not take into 

account the male-dominated culture of their federations which may be hindering 

opportunities for women to obtain leadership positions. From a feminist perspective this 

also included recognising how power is exercised in the research process and the 

effects this may have on the research (Ramazanoglu & Holland, 2002). 
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However, I do not claim to represent the diversity of individual experiences within the 

Five State football federations, but rather my research offers a partial glimpse into the 

construction of gender and leadership roles for women within the State federations. 

Mason (2002, p.25) argues that the realities that women and men narrate during an 

interview represent but one specific form of knowledge in relation to gender equity “as 

it was experienced through particular fields of knowledge, and conveyed during the  

interview.” In this case the particular field of knowledge is constructed within the time 

space of 2007- 2009, during which the interviews were conducted, and my analysis of 

the women’s and men’s interviews are my interpretations, and as such make no claims 

about their representativeness. Therefore, I recognise that my interpretations are partial 

and situated (Richardson, 2000) as an Anglo-Celtic lesbian with experience in sport 

management but not specifically in football. I also have to acknowledge that the 

participants involved in my research were predominantly western, anglo-celtic, middle 

class, heterosexual women and men. Throughout the interview process participants 

openly shared their personal history in relation to having children or being married 

which at times shaped their career progression (with the exception of one woman who 

openly identified as homosexual during the interviews). The participants’ social status 

of being middle class was based on my interaction with participants in the interview 

process and the senior positions they held in the federations (senior executive 

managers, executive manager, executive support staff and board members). Thus, 

women and men from other football federations and sport organisations may 

acknowledge other experiences of women in leadership, governance reform and gender 

equity. 

 

 3.2 Methods   

  

Qualitative research methods have been chosen because they offer the opportunity to 

study and problematise the issue of gender equity and governance issues from the 

“perspective of the subjects studied” (Alvesson & Skoldberg, 2000, p.4). The use of 

multiple qualitative methods (multiple case studies, textual document analysis and 

individual in-depth interviews) will enable a form of analytic crystallisation and rigor 

(Denzin, 1997; Denzin & Lincoln, 2005; Richardson, 2000). Richardson (2000, p.13) 

suggests that “the central imagine is the crystal, which combines symmetry and 
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substance with an infinite variety of shapes, substances, transmutations, 

multidimensionalities and angles of approach.” Crystallisation deconstructs the 

traditional idea of validity, where there is no single truth, and the text validates itself, 

thus crystallisation provides us with a deepened, complex, thoroughly partial 

understanding of the research topic (Richardson, 2000). Richardson also comments 

that: 

Crystals are prisms that reflect externalities and refract within themselves, 

creating different colours, patterns, and arrays casting off in different directions. 

What we see depends on our angle of repose (Richardson, 2000, p.13). 

 

This challenges the notion that there is one privileged reality, instead, through changing 

the methodological focus or perspective, I was able to examine “silenced or 

subordinated knowledges or realities” (Suakko, 2003, p.26). Richardson (2000, p.14) 

also points out that it is important that research generates new questions about a topic, 

or prompts research whilst recognising that we only have a “thoroughly partial 

understanding of the topic.” This is opposed to a triangulation process of using multiple 

interpretations to clarify meaning, verifying the repeatability of an observation or 

interpretation (Stake, 2000).  In the crystallisation process, the writer tells the same 

story from different points of view around a central theme (Denzin & Lincoln, 2005).  

 

This is relevant to my research as women and men were interviewed in relation to how, 

in the post-amalgamation era, has the professionalisation and governance reform within 

the State federations of football on the East Coast of Australia opened up opportunities 

for women in leadership roles. Such an approach supports one of the aims of my 

research that proposes an alternative framework for understanding and pursuing gender 

equity in sport management. In this highly reflexive process, data was placed into 

themes through a thematic analysis of interviews, thus developing or crystallising the 

information gathered regarding gender equity. The ‘angle of repose’ in this research 

was a desire to understand gender relations through an analysis of social processes and, 

vitally, to adopt a critical approach, through which alternatives to gender relations could 

be offered. This perspective does more than describe gender and cultural relations as it 

represents a commitment to “counteract the dominance of taken for granted discourse” 

(Alvesson & Deetz, 2000, p. 18). Consequently, the analysis chapters (Four, Five, Six 
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& Seven) are approached from this perspective, and recommendations for change are 

outlined in Chapter Eight (conclusion).  

 

I will now discuss each of my qualitative methods in the following order: my case study 

design; textual document analysis; and the individual in-depth interviews. A discussion 

of the processes required to obtain ethical approval and the limitations that did occur 

within my research are identified. By using multiple case-studies, individual in-depth 

interviews, textual analysis of documents such as the National and State federations 

strategic plans and policy documents, my research focused on the changes in football 

with the new governance structures and processes shaped by the Crawford Report 

recommendations. The National and State federations of football in Australia were 

approached to participate in this research. However, as I will discuss in my limitations, 

the limited access and availability of participants from the National body resulted in my 

research focusing only on the strategic plans and policies of the National body. 

However, within the State federations I had access to participants for my interviews and 

combined this analysis with the strategic plans and policies of each State federation. 

These organisations were invited to participate based on the desire to situate the 

research in an historical context of amalgamation as a key moment in the 

professionalisation of football in Australia. My analysis explores how changes in the 

federations’ cultures and practices enabled or constrained women’s leadership 

opportunities and experiences. I identify how far the State federations have come in the 

post-amalgamation and how far they have to go in addressing governance, culture 

change and the implications for women’s leadership opportunities.  

  

3.2.1 A multiple-case study research design  

 

A multiple-case study method was an appropriate empirical research strategy to employ 

as it enabled a holistic and meaningful understanding of a phenomenon within its social 

context, ensuring that the complexities of the setting and its participants are taken into 

account (Flyvbjerg, 2001; Yin, 2003). The strength of using a multiple-case study 

method in my research allowed me to investigate football in Australia as a case study in 

the sport management field. I focused on the amalgamation process and gender and 

leadership in the context of the new governance models identified within the five State 

federations. Stake (2000) suggested that each case study comprises subsections, groups, 
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rituals and events, and that it also contains its own unique history, physical setting, and 

relationships to other organisations and informants. Therefore, the case is a complex 

entity that operates within a range of contexts: physical, ethical, economic, political and 

cultural and, typically, the delineation between these boundaries and the phenomenon 

under scrutiny is not clearly evident (Stake, 2000; Yin, 2003). Crucial to case study 

research is that individual cases are studied contextually as ‘everyday’ contemporary 

occurrences in their own right, not as representative statistical samples from a 

population (Robson, 1993). As Yin (2003) points out, such research seeks to develop 

in-depth knowledge about a single case or a small number of multiple cases, and its 

strength lies in its ability to utilise several research techniques to gather multiple 

sources of evidence. Rather than assuming a world of simplicity and uniformity, by 

adopting a qualitative approach to case studies, I am acknowledging a world of 

complexity and plurality.  

 

My research involved sending a letter to the five State federations on the East Coast of 

Australia in which they were invited to participate in the research. The State’s senior 

executive managers were enthusiastic for the research to take place, which may be a 

reflection of the timeliness of the research, as it coincided with the major changes 

occurring within the governance of Australian sport with new policy directions 

embracing the amalgamation of the women’s and men’s organisations (ASC, 2002b, 

2003; Football Federation Australia, 2005; Phillips, 1998). Additionally, the release of 

the ‘About Time’ report not only discussed issues women face in management and 

leadership roles but also highlighted the under-representation of women on boards of 

NSOs and SSOs (Commonwealth of Australia, 2006). In regards to the number of case 

studies selected, Perry (1998, p.792) acknowledges that more than one case study 

“should usually be used in postgraduate research” in order to allow cross-case analysis 

and the subsequent development of rich theory building. In doing so, however, it is also 

pertinent to remember that “we do not study a case primarily to understand other cases” 

(Stake, 1995, p.4). Cross-case analysis is something which occurs as an indirect result 

of conducting multiple case studies.  
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3.2.2 Case study contexts 

 

I now present an account of the social and historical context of the development of each 

of the five federations. For reasons of confidentiality, they are named Federation A, B, 

C, D, E. It is important to acknowledge that even though all of the Federations 

consisted of a professional body, which worked alongside volunteers, the organisational 

contexts and approach to governance, their management structures, the amalgamation 

and opportunities for women in leadership were reflected by the internal and external 

environment in which these independent federations operated. 

 

 

Federation A 

 

 

The organisational structure of Federation A consisted of a small executive body which 

worked alongside volunteers. At the time of my research, there were nine full-time staff 

that worked in the State office, with five of these being classified as executive 

management; there was one woman and four men in senior, state-level, paid 

management positions. The positions held by the five executive managers ranged from 

the CEO to the elite managers for the men’s; women’s and junior leagues and a 

communication manager. This State, however, was the only one that did not have a 

personal assistant for their CEO. Members of the board, who held voluntary positions, 

comprised of two women and four men. The amalgamation of the women’s and men’s 

organisations within this State occurred in 2003, as the Crawford Report (ASC, 2003) 

had been released and one of the clear recommendations was that there had to be an 

amalgamation of the organisations. The senior executive manager and board members 

have made efforts towards creating an inclusive federation, with women holding key 

leadership positions whilst their strategic plan discusses the values and commitments of 

the organisation through three key areas that make gender equity visible (see Chapter 

Four, section 4.6). 

 

Federation B 

  

This Federation was the largest State in relation to participation numbers in football, in 

excess of 220,000 players. The senior executive management consisted of five men and 
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one woman in paid management positions. However, there were many women in 

leadership roles within the volunteer clubs and country structure, but fewer at the higher 

State governance level. This was the only federation that operated with a CEO and 

general manager and as such their departments, for example, competition, juniors, 

women’s and men’s, were accountable to the general manager who then liaised with the 

CEO on management issues. At the time of the research, in June 2008, this federation 

had approximately sixty two people who worked in the head office in various 

administration roles.  Members of the board, who held voluntary positions, comprised 

of one woman and five men. In December 2002, the two bodies, which consisted of the 

amateur association and the State football federation (semi-professional side of football 

and elite coaching), had agreed to vote for an amalgamation to have one organisation 

for football within the State. However, it was not until the beginning of 2008 that the 

CEO, board and the general manager developed the unification agreement that 

officially joined them into one organisation.  

 

Federation C  

 

 

There were two women and four men in senior, state-level, paid management positions 

within Federation C. The positions held by the six executive managers ranged from the 

CEO, operations manager and commercial manager. The six members of the board, 

who held voluntary positions, were all men. At the time of the research, in June 2008, 

this federation had approximately thirty five full time staff who worked in the head 

office. The amalgamation of the women’s and men’s organisations occurred in 2000, 

before the release of the Crawford Report (ASC, 2003). However, constitutional 

changes did not occur until the appointment of a new CEO in 2007, which is their 

State’s version of the national implementation of the Crawford Report. At the time of 

this research, Federation C was still working through the process of constitutional 

changes and new governance structures. Historically, the old governance structure was 

dominated by the men’s metropolitan league clubs which was about 90% of the vote 

under the old constitution but the new constitution stated that they were only one of the 

stakeholder groups which had resulted in them having a diminished voting capacity. 

This has resulted in the empowerment of other groups such as the juniors, the women’s, 

the coaches, the referees, futsal and country areas.  
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Federation D 

 

The organisational structure of Federation D consisted of one male executive manager 

who worked with an administration team of seven people. The board consisted of six 

men with no women in key leadership roles. Historically, from a State perspective, the 

executive manager has had a woman executive support staff member who has been 

responsible for overseeing all the administrative aspects of the company and the CEO’s 

role has concentrated on the regional members’ issues. However, this woman was not 

classified as an executive manager within this federation. At the time of this research, in 

March 2008, Federation D was in the process of breaking down their governance roles 

into operations and management. They had also just started to create new positions such 

as the operations manager and were looking to expand their operational structure. 

Within their strategic plan, Federation D makes women in leadership roles and gender 

visible by explicitly stating that they want to encourage management and board career 

paths for appropriately skilled and qualified women, yet it is difficult to assess the 

outcomes (see Chapter Four, section 4.9).  

 

The amalgamation occurred within this federation in 2003, through the 

recommendations that came from the Crawford Report (ASC, 2003). They drafted a 

constitution based on the constitution given to them by the governing body of football 

(FFA) and created a new organisation.  That governance process brought together the 

autonomous women’s, juniors, men’s, referees and coaches associations into one group. 

That was appropriate at the State tier but most of the competitions in this State were 

managed by regional groups. There were 10 regional members in effect who managed 

competitions on their behalf across the State. They had a similar environment to the 

State level in that they had autonomous women’s, men’s and junior associations. This 

resulted in consultation work by the CEO for a period of 18 months redesigning and 

reformatting those regional zones into coherent groups much the same as at the State 

level.  So effectively, their goal was to have the regional competition managers 

mirroring the State structure. Therefore, amalgamations occurred at the State level and 

within the regional zones of this State.  
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Federation E 

 

The management structure of Federation E consisted of four executive managers, who 

were all men that worked with an administration team of eleven people. The board 

consisted of six men with no women in key leadership roles. What was unique about 

this federation was that it operated in a State where there are two distinct bodies or 

federations for football and is the only sport in Australia that has two State federations 

within a State. Additionally, Federation E is the third largest football State in Australia 

in relation to participation numbers.  

 

The CEO of Federation E started the amalgamation process in 1990. His role was to 

bring everybody under the one umbrella which included the juniors; the amateurs; the 

professionals and the women’s which took eight years to achieve with the 

amalgamation being finalised in 1998. This may seem to suggest that they were 

visionary in their governance of football within this State. However, compared to 

Federation A, who addressed gender equity and leadership roles for women throughout 

the amalgamation process, gender equity was not a priority within Federation E. This is 

evidenced when the CEO reflected back on the amalgamation process. He explained 

that there were no leadership positions given to the women’s federation on the board, it 

was about football. The key point here is about how gender equity was perceived as 

having been accomplished through women and men being treated ‘equally’ within the 

participation side of football. However, the governance and management structure did 

not address opportunities for women in leadership roles. This became evident when the 

CEO spoke about the resource allocation to the women’s and men’s teams in 1998 

where the women’s representative teams were subsidised in exactly the same way as 

the men’s teams. The federation suggested that the footing was equal with the way they 

administered and allocated resources in their State.   

  

This federation was also unique in their opinion about the Crawford Report and the 

governance processes and structures it recommended (ASC, 2003). The CEO 

articulated that it was, in fact, a backwards step for their federation because the 

governing body of football in Australia and the ASC started to insist on forming 

committees. However, they already had committees in the 1990’s which resulted in too 

many committees for their State, which did not work effectively.  At the time of my 
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research they had a management team who oversees the operational issues of the State. 

The aim of their organisation is football, not women’s football, not futsal, not beach 

football, not junior boys’ football, but football. However, in relation to their board 

structure in 1990 this federation had nine board members and they were appointed on a 

rotational basis of a three year term which was similar to the Crawford Report 

recommendation.  

 

Due to the recommendations from the Crawford Report the numbers on the board were 

reduced from nine to six but the CEO stated they were heading towards that anyway. 

However, the recommendations from the Crawford Report to reduce the number of 

people on the State boards did not comment on how organisations could work towards 

gender equity and cultural change in relation to the new governance arrangements that 

arose from the amalgamation of the women’s and men’s organisations (ASC, 2003).  

 

 3.2.3 Criticisms of case studies  

 

Although the case strategy is a valid form of inquiry, there has been some criticism 

levelled at the approach centring mainly upon doubts about the rigour of the research 

process and the nature of the data analysis (Yin, 2003). This criticism could, of course, 

be directed at any research strategy, and it concerns questions of whether the 

investigator’s procedures have been lax, and whether their findings and conclusions 

have been shaped by any pre-dispositions. Strategies that work to counter these 

criticisms include acknowledging any biases and orientations that the researcher may 

hold, and consciously engaging in a research method that is open to all findings (Patton, 

2000). As I noted previously, this study used different sources of empirical evidence in 

complementary ways to obtain in-depth understanding of a relatively small number of 

individuals, problems, or situations such as women in leadership roles (Patton, 1990) 

through a case study design with comparison of policy documents and individual 

responses across the five federations. The aim was to collect information using multiple 

methods to corroborate or augment the same ‘fact’ or phenomenon, and to be open to 

alternative explanations. Utilising a combination of methods to collect data also means 

that the potential limitations of one technique can be offset, or compensated for, by the 

strengths of another. This process is often referred to as crystallisation (Richardson, 

2000) which I discussed in section 3.2.  
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A second concern regarding the case study method is its inability to be replicated or to 

enable scientific generalisation (Yin, 2003). These criticisms are actually founded on a 

premise commonly associated with the statistical generalisation of survey research 

methods. Such methods adhere to random sampling techniques and, through statistical 

inference, result in ‘representative samples’ being generalised to populations. In case 

studies, however, this method is inappropriate as the selected case is not a sampling unit 

of a population. More precisely, as Yin (2003, p.10) points out, case studies rely on 

“analytic generalisation.” That is, they need to be thought of as generalisable to 

theoretical propositions where the researcher’s aim is to expand upon existing theories, 

or to help propose and generate new ones, thus contributing to a wider understanding of 

social processes and actions. In this thesis, I have sought to contribute to existing 

theories regarding the contemporary development of sport governance and 

professionalisation, and the implications for increasing women’s leadership roles, rather 

than making a generalisation regarding ‘all sports organisations’.  

 

Yin (2003, p.11) suggested that a third criticism of case study research is that it is a 

long, drawn-out process, which commonly ends up in the form of a large, “unreadable 

document.” In relation to the second issue, it is the responsibility of the researcher to 

ensure that their reporting on the case study enquiry disseminates the information in an 

appropriate manner. The first point of criticism, however, relates to the strategic 

methodological decisions that the researcher makes regarding the necessary depth of 

analysis. As the fieldwork for this study was being conducted, I made a decision that 

after the interviews with the participants of the five federations that a textual document 

analysis was required to gain a deeper understanding of the governance changes that 

had occurred in the post-amalgamation period that has shaped opportunities for women 

in leadership roles.  

 

Another, more general criticism of qualitative research relates to the subjective nature 

of the interaction between researcher and the research subjects. Traditional approaches 

to qualitative inquiry have stressed the importance of detachment and distance within 

the research project in order to reduce any bias and contribute to a sense of 

‘objectivity.’ For example, Bogdan and Taylor (1975) recommended that researchers 

choose a setting in which they have no substantive professional knowledge or expertise, 

and where the research participants are strangers to them. In this way, any preconceived 
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notions that they bring to the ‘field’ in terms of their beliefs and feelings are limited. 

More recently, however, conceptions of qualitative research have advocated a shift 

towards greater involvement (Adler & Adler, 1987; Harding, 1987; Lofland & Lofland, 

1995). For example, Lofland and Lofland (1995, p.15) argue that researchers should 

“start where they are” in terms of orientating research inquiries around personal 

interests and concerns. They state that: 

 

Starting where you are provides the necessary meaningful linkages between 

the personal and emotional on the one hand, and the stringent intellectual 

operation to come on the other. Without a foundation on personal sentiment, 

all the rest easily becomes so much ritualistic hollow cant (Lofland & 

Lofland, 1995, p.15).  

 

Similarly, Sandra Harding (1987), in her discussion of the most significant features of 

feminist scholarship, states that, in order to enhance the objectivity of the research, 

there is a need to introduce and recognise the subjectivity of the beliefs and behaviour 

of the researcher so that they appear “not as an invisible, anonymous voice of 

authority, but as a real, historical individual with concrete, specific desires and 

interests” (Harding, 1987, p.9). She argues that, if the researcher declares their 

position, their cultural beliefs and behaviours are identified, and they can then be 

critically scrutinised for the role that these factors play as part of the empirical 

evidence. Accordingly, my relationship with the object of research, and the social and 

cultural background and beliefs I brought to this work, are clearly stated here. My 

background interests and career pursuits within the management and administration of 

sport have consciously influenced the choice and conception of this research topic. 

Here a brief auto-ethnographic (Ellis & Bochner, 2000) account identifies how these 

reflections have influenced both the direction and the reflexive approach (Mauther & 

Doucet, 2003) of my research.  

 

Reflecting back on my life story in my mid 40’s I recognise that from the age of eight, 

cricket played a dominant role in forming my gendered identity as a sports participant. 

My career dream had been to combine my passion for cricket with a career in sport 

and after completing my studies in New South Wales I came to Queensland to take up 

a position as a junior sport co-ordinator at an indoor sports centre. I then moved into a 

senior management position which involved working closely with male 

owners/managers. It was here that I first experienced gender inequality and the male 
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dominance in indoor sport centre management and leadership roles.  I started to attend 

zone meetings where I was one of three women among twenty men and when I 

expressed my opinions on how certain issues should be dealt with in relation to the 

structure and promotion of indoor cricket, most of my comments were ignored. 

Throughout my fifteen years working as a sport manager, men have predominantly 

held the top leadership positions within indoor cricket and have made the 

administrative decisions. I experienced gender bias on more than one occasion, arising 

out of this male-dominated culture. One such example was the inaugural golf day for 

the centre which was run for the men to play; the women were not even invited to 

participate. Sport has been singled out as an area in which women experience much 

discrimination as a result of what sport sociologists have termed ‘corporate 

masculinity’ (McKay, 1997) and the ‘locker room culture’ that is so prevalent 

(Messner, 1998). From my experiences as an indoor sport manager the position of 

women, or lack of women, within the management roles and the gender blindness of 

indoor sports centre owners/managers is an issue that has impacted on the problem of 

women in sport leadership roles. Within the indoor sports industry men preferred to 

employ male indoor cricket managers which reinforced the male-dominated culture to 

the detriment of women apply for leadership roles. Therefore, I have brought to this 

study both a personal and historical interest in women in leadership which has 

developed from administering and managing sport within the traditionally male-

dominated culture of indoor cricket. This has shaped the interpretations I have made. 

My interest emerged from an intellectual interest in sport sociology and the research 

areas of women in leadership and gender equity.  

 

Further, concern stemmed from my observation that sport policies developed by the 

ASC (see Chapter Four, section 4.2), the Crawford Report (see Chapter Four, section 

4.3) the National governing body (see Chapter Four, section 4.4 and 4.5), and the State 

federations, with the exception of Federation A, centred on participation numbers and 

the economic imperatives of the sporting bodies (see Chapter Four, sections 4.6 to 4.9 

and Chapter 5, section 5.1). Therefore, within Federations B, C, D and E the overt focus 

on financial viability tended to override any concern about gender equity and women in 

leadership roles with minimal strategic planning developed. My analysis may reveal 

that women were not part of the calculation of success or organisational performance of 

Federations B, C, D and E which may have resulted in the invisibility of gender equity. 
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Additionally, there has been a subsequent paucity of research examining the historical 

context of the amalgamation process as a key part of professionalisation of football in 

Australia and the changing governance/ management structures and the implications for 

women’s leadership opportunities.  

 

These beliefs and experiences, undoubtedly, influenced the choice of my research topic 

and the direction of the study objectives, and also had some effect in shaping the 

analytical conclusions of the thesis. Regardless, though, of how transparent the research 

process may be, and irrespective of how much the researcher acknowledges their 

relationship with the object of research, the criticisms (or disadvantages) of qualitative 

research remain. However, by outlining my research strategy here and providing a 

thorough explanation of my research procedures, I am enabling scrutiny of my 

methodological procedures and acknowledging my awareness of these methodological 

issues. As I noted above, my research methods included textual analysis of policy 

documents and individual in-depth interviews, and it is these that I shall discuss next. 

As Eisenhardt (1989) suggested, case studies typically combine collection methods 

such as archival searches and interviews.   

 

3.3 Textual analysis of policy documents 

I conducted a thematic analysis and Foucauldian discourse analysis (1978) of the key 

texts which included both the internal strategic policies of the five football federations 

(see Chapter Five) and the external policies developed by ASC and the governing body 

of football in Australia in order to analyse the discourses of gender equity that have 

informed the creation and development of policies driving change and opening up 

opportunities for women in key leadership roles. The policies developed by the ASC, 

the National and State bodies of football in Australia are publicly available in various 

electronic and non-electronic formats. For this study I set out to collect documentation 

that would assist in critical identifying how women in leadership roles and gender 

equity had been identified within certain policies. It also provided me with valuable 

information on each Federation’s strategic plans before I began my individual in-depth 

interviews and provided an opportunity to ask participants how they had addressed 

women in leadership and gender equity within these plans. I also carried out an analysis 

of policies and reports that focused on women in leadership and gender equity that 
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informed my research. I examined several national policies on women in sport (see 

Appendix A) then selected two key documents in the development of policies 

governing women in sport in Australia: the “Active Women: National Policy on Women 

and Girls in Sport, Recreation and Physical Activity,” 1999-2002, followed by the most 

current document shaping women in sport, “About time! Women in Sport and 

Recreation in Australia, 2006”.  I have chosen to critique these documents because 

they have contrasting approaches concerning how to address gender equity issues in 

relation to women in executive management and board positions (see Chapter Four 

Table 2). I analysed the strategic plans of five football federations in Eastern Australia 

focusing on how gender equity is produced through policy discourses and made visible 

or invisible within these organisations (see Chapter Five for a detailed analysis of 

texts).  

The following section outlines the main domains for analysis in this project as a 

selection of policy documents and reports within the context of women in sport 

management within football in Australia. It also explains the significance of these types 

of texts as a source of data. I began by examining the governance role that the ASC 

plays in connection to the national sporting bodies’ strategic plans and conclude with an 

analysis of the ASC guidelines to help NSOs improve their governance. I analysed how 

ASC policies influence how gender equity and women in leadership is produced 

through policy discourses and made visible or invisible as an issue within the 

development of the strategic plans of the State Federations. Additionally, I analysed the 

Crawford Report, which was the independent review into the structure, governance and 

the management of football in Australia, commissioned by the ASC, which has been a 

driving force behind the amalgamation of the women’s and men’s organisations and the 

new governance structure of football in Australia (ASC, 2003).  I then provided an 

overview of the pivotal external policies and reports that have shaped discourses around 

women in sport leadership roles in Australian sport (see Chapter Four for detailed 

analysis).   

3.3.1 Procedure for analysing the key texts   

 

The specific procedure employed in this thesis involved two main parts. Part one was to 

conduct a Foucauldian discourse analysis of the key texts by drawing upon Bacchi’s 
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approach to discourse analysis, which is grounded in a Foucauldian framework (1999, 

2000). Discourse analysis is now a widely used and accepted method of qualitative 

research, which focuses on how meanings are produced in talk and texts (Alvesson & 

Skoldberg, 2000). There are several different approaches to discourse analysis, 

including Critical Discourse Analysis (CDA) (Wodak & Meyer, 2001), textually 

orientated discourse analysis (Fairclough, 2001), and conversation analysis (Silverman, 

2000). The underlying assumption of all approaches to discourse analysis is that social 

reality is constituted through language (Rice & Ezzy 2004; Silverman 2000). The key 

focus of the Foucauldian approach to discourse analysis is on how discourse, which is 

seen as historically and culturally embedded, constructs “subjects and their worlds” 

(Gubrium & Holstein, 2000, p.493). Carol Bacchi (1999, 2000, 2006, 2007) has 

developed a procedure for analysing policy documents as discourse which draws on 

Foucault’s work. Bacchi (2000) argues that a discourse approach to policy documents 

assumes that policy is not simply a response to existing social problems but a means of 

framing social problems in such a manner that the recommended interventions become 

self-evident. Policy creates the discursive framework for understanding a social 

problem by defining a social problem in a certain way, thereby excluding alternate 

representations of the issue, and limiting the range of possible interventions to those 

following from the dominant discourse. The goal of a discourse analysis of policy 

documents using this approach is to examine the manner in which social issues are 

represented within policy, whose interests are represented and whose are excluded, and 

the power relations evident in these representations (Bacchi 2000; Silverman 2000).  

 

Additionally, Kay (1996) suggests policies are represented as ‘text’ in different forms 

such as written policy statements, interpretative guidelines and good practice 

guidelines. Focusing on policy-as-text can introduce a number of important new 

emphases to our understanding of what policy is. The meaning of policy does not have 

a single fixed form as it is interpreted by each reader; individual interpretations of 

policy texts take place in context (Kay, 1996). This means that when individuals 

respond to the policy text, they read it already equipped with a complex array of 

existing values, attitudes and beliefs. For organisations to translate their understanding 

of the text into practice, they must then engage in a creative process that involves 

thought, invention and adaptation (Kay, 1996). In these ways managers have active 

input into policy formulation and implementation. Policy does not normally tell them 
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what to do, rather they create circumstances in which the range of options available in 

deciding what to do are narrowed or changed (Ball, 1993). Interpretations of policies 

will be further explored when reflecting on participants’ perspectives on women in 

leadership and their organisational approach to gender equity (see Chapter Five for a 

detailed analysis of texts).  

 

Nentwich (2006) also suggests that what has been neglected so far is the question of 

how the meaning of gender equality is constructed in the context of a change project 

(such as amalgamation) within organisations. She suggests a ‘discursive turn’ in the 

debate about gender equity and equality has shifted the focus to the question of how 

gender equality is constructed in talk and text. This policy analysis is part of my 

genealogical approach that aims to make apparent the truths and norms guiding gender 

equity practices. This thesis analysed the key texts on women in leadership and gender 

equity by applying Bacchi’s (1999) and Kay’s (1996) approach to discourse analysis. In 

particular, I focused on how key texts represent gender equity, how women in 

leadership roles are represented in the texts, and the power relations evident in these 

representations. Additionally, I analysed how senior executive managers and board 

members interpreted their strategic plans and how gender equity is produced through 

policy discourses and made visible or invisible within these organisations. 

  

Part two was to carry out the analysis of the external and internal policies and strategic 

plans which involved the thematic analysis of the text with a discursive focus. As 

discussed below in section 3.4.5 my document analysis complied with the guidelines of 

thematic analysis described by Green, Willis, Hughes, Small, Welch, Gibbs and Daly 

(2007). The four steps identified by Green et al. (2007) in the process of thematic data 

analysis those of immersion, coding, categorising and generation of themes, provided 

me with a guide to create my analysis of the strategic plans and policies. The first stage 

of immersion was where I spent an intensive phase of several weeks reading the 

external polices developed by the ASC, the National body of football in Australia and 

then the strategic plans of the five federations. The second step of data analysis, coding, 

involved the process of examining and organising the information contained in each 

policy and strategic plan across the whole dataset. Beginning with one strategic plan I 

asked, “What strategies have been developed to make gender equity visible and to 

enhance opportunities for women in leadership”, whilst labelling the single words, 
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phrases or whole paragraphs that contained information relating to each particular point 

being made. For example, Federation A made gender visible through specific 

discourses about inclusiveness and diversity throughout their strategic plan. As part of 

this coding process I made notes in the margins of the transcripts and colour coded 

paragraphs. As I moved forward and back through the strategic plans, drawing on in-

depth knowledge connected with my research, returning to my research question, and 

thinking in terms of my theoretical concepts, I revisited my previously coded transcripts 

in order to verify that the code still applied. 

 

In the third step of data analysis, creation of categories, I revisited my data to examine 

the way the codes could be linked. I carried out a detailed examination of the data to 

categorise the ways in which the discourses within the policies and strategic plans 

addressed the issues under investigation (gender equity and women in leadership). I 

developed several codes such as gender equity; inclusivity; diversity; valuing the 

individual and respecting the individual. The linking of codes assisted me in creating 

coherent categories whilst developing a good fit between codes that shared a 

relationship. I identified in my data, contradictions and exceptions which I sorted into 

different categories. I developed two main categories, one was gender equity as a 

priority and the other, gender equity not as a priority, in the strategic plans of the five 

State federations. 

 

The fourth and final step of my analysis of the interview data is the identification of 

themes (see Figure1). Themes are more than categories which required me to go 

beyond a description of a range of code categories; it involved shifting to an 

explanation and an interpretation of the issue under investigation. The generation of 

themes requires testing the explanation both with the data and with the theory, 

specifically referring to the theoretical concepts relevant to my research. For example, 

the theme I developed for Federation A’s strategic planning was a gender inclusive 

approach.  

 

Phase three of the research was to conduct individual in-depth interviews with senior 

executive managers, executive managers, executive support staff and board members 

within the five State Federations. I paid attention to the discourses that the women and 

men used to describe gender equity, the culture of their federations and the role of 
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women in key leadership positions. Carrying out the analysis and examining the key 

texts, policies and strategic plans assisted me in the ability to demonstrate knowledge 

about the ‘sensitive’ and political area of gender equity issues within the administration 

of football in Australia whilst building rapport with the participants. This resulted in 

additional knowledge being shared between the researcher and the researched. Before 

making contact with participants and the interviews began, ethics clearance was 

obtained from the Human Research Ethics Committee of Griffith University 

(HSL/07/08/HREC). 

 

I begin the following section by discussing why individual in-depth interviews 

strengthened my research; the justification behind my participant selection; the 

recruitment and access to participants; key characteristics of participants; the process of 

conducting the interviews and the analysis of the interviews.   

 

3.4 Individual in-depth interviews  

My decision to conduct in-depth semi-structured interviews was based, primarily, on 

the recognition that interviewing, as one of the most common interpretive research 

tools, is widely considered effective for examining how people experience and make 

meanings about complex social phenomena (Fontana & Frey, 2000; Holstein & 

Gubrium, 1995; Kvale, 1996a, 1996b). More specifically, I considered that the 

interviewing process would allow women and men to tell their stories about gender 

equity and the culture of their federations in a manner that would reveal the 

complexities of their lived experiences, their understandings about gender equity, and 

the discursive resources that they used in constructing these understandings. 

Accordingly, I regarded interviewing as effective for disclosure of workings of 

discourse; knowledge and power in relation to the women’s and men’s lived 

experiences of gender equity within their football federations. I have chosen to draw on 

the work of Ely and Meyerson’s (2000a, 2000b), and Rinehart’s (2005) notion of 

narrative which is based on the understanding of reality as socially constructed, 

maintained and modified through the stories organisation members (executive 

managers, executive support staff and board members) tell about particular persons or 

events (gender equity, amalgamation), and the sense they make of their own and others’ 

organisational experiences. Rinehart’s (2005) work tracks this narrative turn in sport, 
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drawing upon examples to show how personal narratives may provide useful models for 

sport management researchers and practitioners who wish to find out more about lived 

experiences and, “how sports management affects people and how sport managers 

interact with others” (Rinehart, 2005, p.497).   

  

Additionally, I have also drawn on the work of Hammersley and Atkinson (1995) who 

argued that semi-structured interviews allow some rapport to be gained within the 

research between interviewer and interviewee. In this manner the, “researcher has to 

establish a framework within which the interview can be conducted…it is flexible, but 

it is also controlled” (Burgess, 1982, p.107). A semi-structured interview typically has a 

sequence of conversation themes to be explored as well as suggested questions, but 

“there is an openness to changes in sequence and forms of questions in order to follow 

up the answers and the stories told by subjects” (Kvale, 1996b, p.124). The interviews 

were conducted with a list of 10 questions (see Appendix B), and the interviews 

became conversational in nature as we discussed various informal practices.  

 

Deciding on the content of the interview questions was a complex process, given the 

different sizes and cultures of the federations (see Appendix B). A blueprint for the 

interviews, which could have limited the potential for acknowledging difference 

between the federations, was rejected. Rather, I decided that the initial questions would 

be consistent to allow some comparison across federations. The initial questions were 

also designed to put the participants at their ease regarding their length of service in the 

federation and their job description. Therefore, I perceived that during the interview 

process the participants felt less inhibited in sharing information, allowing them to 

speak freely about gender equity issues in a confidential manner. The questions were 

framed drawing on discourse analysis which is interested in the discursive level of 

speech and emphasis rather than seeking to reduce variations in language use. 

 

This became evident when, on occasions, a participant would display a certain attitude 

and on another, a somewhat contradictory one. I argue that we cannot simply take this 

as reflecting what a person in question really thinks, nor can we regard one attitude as 

the real one and the other as somehow non-genuine. Discourse analysis would claim 

that if we look at people’s accounts in a detailed way, we will see that they almost 

always contain a good deal of variation (Potter & Wetherell, 1987). Within my analysis 
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the same event or issue, such as women in leadership and gender diversity was 

described by different individuals in different ways, but, and this is the important point, 

the same individuals also tended to describe the issue in different ways. I argue that this 

means that it is not really possible to simply say what is ‘true’ and what is ‘not true’ 

(see Section 3.4.4, Holstein and Gubrium’s (1995) argument on the value of multiple 

responses and standpoints that emerged from the interviews). Therefore, I considered 

participants’ responses as valuable, as they represented the difficulties associated with 

negotiating meanings in response to the workings of multiple and often competing 

discourses. I also concur with Mason’s (2002, p.24) contention that “accounts of 

experience give us access to a form of reality that is discursively produced”. The 

discourses that participants draw on to articulate their experiences and understandings 

of women in leadership and gender diversity are those that are available to them as 

thinking and acting subjects and “determine which stories can be articulated” (Hardin, 

2003, p. 538). However, in my interpretation I am not privileging the notion of 

experience, nor do I privilege language in determining meaning. Through considering 

the tensions between language and experience my thesis examines how participants are 

able, or not, to articulate women in leadership and gender equity in particular ways. All 

participants were made aware at the beginning of the interviews that they would be 

given a pseudonym name to maximise anonymity (Browne & Sullivan, 1999).  

 

3.4.1 Selecting interview participants  

 

The participants were selected in relation to the prime purpose of my research, which 

was to examine how senior executive managers, executive managers, executive support 

staff and board members in the National and State football federations explore the 

gendered effects of the amalgamation and the way it has shaped the thinking, 

rationalities and conduct of the board and management in relation to women’s 

opportunities for leadership. The overall aim of this research was to interview 

participants who held key management, governance and leadership roles within their 

federations. To help select participants for the study I used purposive sampling 

techniques (Kvale, 1999b; MacDougall & Fudge, 2001; Neuman, 2006; Patton, 1990). 

Neuman (2006) discusses purposive sampling as a valuable sampling technique for 

special situations. It is used in exploratory research and it uses the judgement of an 

expert in selecting cases or it selects cases with a specific purpose in mind. For 
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qualitative researchers “it is the participants’ relevance to the research topic rather than 

their representativeness which determines the way in which people to be studied are 

selected” (Flick, 1998, p. 41).  

 

Patton (1990, p. 169) states that the “logic and power of purposive sampling lies in 

selecting information-rich cases for study in depth. He further suggests that the overall 

success of a qualitative interview study is linked, in part, to the “information richness of 

the cases selected” (p.185). The selection strategy I used is similar to what Patton called 

“maximum variation sampling” (p.172), which aims to describe the meanings or 

understandings held by a range of people who have been selected on the basis of 

specific yet diverse characteristics or experiences. Patton, states: 

 

When selecting a small sample of great diversity, the data collection and 

analysis will yield two kinds of findings: (1) high-quality, detailed 

descriptions of each case, which are useful for documenting uniqueness, 

and (2) important shared patterns that cut across cases and derive their 

significance from having emerged out of heterogeneity (p. 172). 

 

These “two kinds of findings” (Patton 1990, p.172) are important given the purpose of 

my study. Specifically, I wish to understand the uniqueness of how the interviewees 

perceived and addressed the gendered effects of the amalgamation process and how 

women’s opportunities for leadership had been constructed within these governance 

changes.  

 

3.4.2 Recruitment and access to the participants  

   

The negotiations regarding the recruitment and access to participants began with an 

initial letter to the Chief Executive Officer (CEO) of the National and State football 

federations outlining my research. I then liaised with the CEO through emails and 

phone meetings to gain access to additional executive managers, executive support staff 

and board members within their federations. It was imperative to my research to gain 

the support of the CEO who endorsed my research to fellow federation executive 

managers and board members. I then began to work closely with the CEO’s personal 

assistant who provided me with contact details of participants who may be available to 

be involved in my research whilst also assisting me in arranging the location, dates and 

times for the interviews.  
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I contacted each of the participants through emails and phone meetings to outline my 

research intentions and to gauge their interest in participating in the project. All of the 

participants I contacted responded favourably to my initial interview request. In accord, 

I sent each participant, via email, a formal introductory letter (see Appendix C) that 

provided further details about me, the aims of the project, the research process, and the 

ethical rights of the research participants. Also included was a consent form (see 

Appendix D), approved by the University of Griffith Ethics Committee. A few days 

after the research information had been emailed I contacted each of these participants to 

clarify any points of concern and to ascertain if they would like to be involved in the 

research. Twenty seven participants agreed to be part of my research project. Interview 

times and places of convenience were arranged with each participant and it became 

imperative to my research to arrange a ‘block’ of interviews within specific weeks due 

to time restrictions and travelling interstate. This became a challenge due to the fact that 

I was arranging five or six interviews with participants, all of whom had various other 

commitments. I found that the participants commitments were flexible and 27 

participants were involved in the project. However, I drew on only twenty-three of the 

interviews to support my arguments. 

 

Guest, Bunce and Johnson (2006) suggest that twelve interviews are adequate to 

capture variability of themes and demonstrate thematic saturation. I had chosen to use 

those interviews where women and men were able to give a more detailed account and 

reflection on women in leadership, the governance changes in the post-amalgamation 

era and had an understanding of the strategic planning process within their federations. 

This resulted in my interpretations at times drawing on one or two interviews from each 

federation (Chapter Seven, Section 7.2.1, p. 224). When I began recruiting participants 

I envisaged that the chairs of the State women’s standing committees would provide me 

with a detailed account of the key issues surrounding the governance reform and how 

this impacted on women in leadership. However, as my research developed I found that 

the women’s standing committee were still being developed in the majority of States. 

The exception was the women’s standing committee within Federation C where their 

role as an advisory committee was to provide advice to the board and management in 

relation to any issues that come under the heading of women’s football. Additionally, I 

interviewed two participants who were both women, one executive manager and one 
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board member from the National body of football in Australia but I have chosen not to 

use them as they provided a minimal account and reflection on their experiences in 

relation to strategic planning, governance reform and how this had shaped opportunities 

for women in leadership.  

 

3.4.3 Characteristics  

  

In this section I provide a brief overview of the key characteristics of the 23 participants 

involved in my research. For example, I identify the positions participants held; their 

age; the gender breakdown of the cohort and the length of time each participant had 

been appointed to their current position. The participant involvement was evenly spread 

throughout the five State Federations, with Federation A having six participants, 

Federation B having five participants and Federations C, D and E four participants each 

(see Appendix E).  

 

The participants involved in my research held senior executive management positions 

(n5), executive management (n5), board members (n8) and executive support staff (n5). 

The gender cohort of the participants consisted of 11 women and 12 men, which 

strengthened my research. As Gubrium and Holstein (2000) suggest, equal gender 

representation is important in order to examine and analyse gendered social processes 

in the organisations, and to access the multiple ways in which they are articulated by 

individuals. It is also important to see how women and men talk about their gendered 

experiences because social reality is, in part, constructed by the ways in which people 

talk about their version of reality, as well as how they carry out their everyday lives 

(Atkinson & Coffey, 2002). A number of women in my research were in support roles 

(n5) not ‘leadership’ roles specifically within the organisations but they also exercised 

informal leadership roles. For example, women in executive support roles had an active 

input into the strategic planning process and conducted informal mentoring practices 

with staff.  

 

The length of time each participant had been appointed to their current position varied 

with Federation A having three of their six participants being in their position in the pre 

and post amalgamation period (see Appendix E, Table 1). For example, Vanessa and 

Jerry were board members of the old football federation and then continued in their 
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roles on the newly amalgamated board. Executive manager, Reg, was involved in the 

referee’s organisation for 12-15 years before the amalgamation occurred and then he 

took on the role as the senior men’s league manager.  

   

All of Federation B’s participants had been employed and appointed in the post-

amalgamation period, with the exception of executive manager, Jessica, and senior 

executive manager, Charles (see Appendix E, Table 2). At the time of the 

amalgamation Jessica was the personal assistant to the general manager of the amateur 

body and then when the two bodies, which consisted of the amateur association and the 

State football federation, (semi-professional side of football and elite coaching) had 

agreed to vote for amalgamation, she became the PA to the operations manager who is 

currently the senior executive manager of Federation B. Jessica then advanced into an 

executive management role. The senior executive manager, Charles, had also come 

from the amateur soccer federation, where he held the position as general manager and 

then was employed as the senior executive manager of the newly amalgamated 

Federation B in January 2003.   

 

All participants from Federation C had been employed and appointed in the post-

amalgamation period (see Appendix E, Table 3). The senior executive manager, Greg 

had been employed in 2007 to enhance the changing governance roles of the 

Federation. Executive manager, Octavia, had been appointed by Greg in November, 

2007.  

 

Within Federation D, senior executive manager, Matt, was the president of the 

company prior to the amalgamation and then stood down as President and took on a 

consultation role to assist with the amalgamation process. Then in January 2007 Matt 

applied for the senior executive management position. Board member, Monty, was also 

to be part of the re-structuring and amalgamation process and has held the position of 

president of the State board since 2003. The other board member Wally had been 

appointed to the State board in 2006 but had been part of football in this State as the 

patron of the State’s junior soccer council for fifteen years. Whilst executive support 

staff member, Cynthia, was employed in the post-amalgamation period in 2004 (see 

Appendix E, Table 4).   
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However, Federation E had all four participants holding their positions both in the pre 

and post amalgamation period (see Appendix E, Table 5). For example, senior 

executive manager, Garry, had been with Federation E since 1990 and has been the 

driving force behind the amalgamation and governance changes within Federation E. 

Executive manager, Little Al, started seventeen years ago in a part-time position with 

the men’s organisation and after six months went full time. His position has grown with 

the organisation over the last 17 years and now his position, with the amalgamated 

federation is the operations manager. Both executive support staff members, Mary and 

Melanie, have been with the federation for eight years.  

 

3.4.4 Conducting in-depth interviews  

 

The interviews commenced in June 2007 and were completed by June 2008. Each of 

the participants was contacted by email and phone to arrange an appropriate time for 

the interviews. All of the participants were also sent a copy of the interview questions 

(See Appendix B). This was designed to put the participants at ease by informing them 

prior to the interview what I was going to ask and allowed them to do their own 

research if they felt it was required. Some of the participants took the opportunity, 

before the interview, to look at specific policies on women in leadership and this 

became evident when I asked them about specific policies, such as the ‘About Time 

Report’. The participants were also advised that they would receive a copy of their 

interview, to check for any errors, and executive summaries would be sent to the 

organisations on completion of the research. Participants were assured that the identity 

of the federations and the individuals within them would remain confidential 

(Christians, 2000).  

 

Nineteen of the twenty three interviews were conducted at the federation’s offices 

which may have influenced their responses to various questions. All participants from 

Federation C perceived that they were a gender inclusive federation, whilst members of 

Federation F perceived that gender equity was not an issue within the gender 

composition of their executive management and board positions. Alternatively, the six 

interviews that were conducted outside the State federation offices, either at the 

participant’s home, alternate workplaces of board members or on the sporting grounds, 

provided a richer and deeper understanding of the participants’ perspectives on gender 
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equity policies and opportunities for women in leadership roles. Therefore, I concur 

with research carried out by Easterby-Smith, Thorpe and Lowe (1991) who present 

several examples of how managers seem to respond more openly and freely when 

interviewed outside their offices on more neutral ground.  

 

All participants’ interviews were digitally recorded and the interviews lasted from 45 

minutes to two hours. The structure of the interviews also allowed for complex 

questions and extensive probing which allowed follow up questions to clarify or 

elaborate on incomplete answers provided by the participants (Neuman, 2006). At the 

end of the interviews I wrote field notes as an ongoing stream of consciousness about 

what was happening in the research, involving both my observation and analysis (Van 

Maanen, 1998). I found one key to useful field notes was to write down whatever 

impressions occurred, that is, to react rather than sift out what may seem important, 

because it is often difficult to know what will and will not be useful in writing up my 

analysis of the interviews. A second key to developing successful field notes was to 

push my thinking in these notes by asking questions such as “what am I learning?” and 

how does this federation or individual differ from my last interview? In many respects, 

at each interview, I had to adopt a slightly different approach as each federation was 

different and each participant within these federations was different. This helped me to 

develop my reflective style of interpretation of the interview process.  

 

A week after the each interview I contacted all the participants, by phone or email, to 

help clarify points raised, to ask further questions and to thank them for being involved. 

Some of the conversations were lengthy and, although not audio taped, I made notes, 

either during or immediately after the conversations, to help with my analysis. In 

addition, while I was analysing and writing up the results/discussion chapters, I 

continued to talk to all participants to seek further information about their 

understandings.  

 

My interview approach was underpinned by the belief that knowledge construction is a 

subjective process and that the interview is an inter-play between two people 

“conversing about a theme of mutual interest” (Kvale, 1996b, p.2). More generally, I 

viewed the interviews as a two-way rather than one-way exchange of information. 

Denzin (1998) warned, for example, that if an interviewer only listens without sharing 
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this could create distrust and stunt the depth of the conversation. Accordingly, I did not 

remain neutral or passive throughout the interviews but attempted to construct an 

environment where the interview participant’s interpretative capabilities were 

“activated, stimulated, and cultivated” (Holstein & Gubrium, 1995, p.17). In this 

respect, I was not particularly concerned with asking leading questions or with the issue 

that my questions might unfairly bias the participant’s response. In contrast, I was 

primarily concerned with developing a conversation that could help produce “new, 

trustworthy, and interesting knowledge” (Kvale, 1999b, p.159). This became evident 

when I asked participants what strategies they have developed to improve opportunities 

for women in key leadership roles within their federations. After reflecting on their 

answers I suggested that leadership pathways may be one strategy that may help 

women advance to senior executive roles, which was positively recognised by 

participants as one strategy they had not thought about or implemented.   

 

With respect to the ‘hows’ or knowledge construction process, I attempted to clarify the 

participants’ understandings about gender equity and the male-dominated culture of the 

federations as the interviews progressed. This allowed me to negotiate meaning and 

process previous description and analysis back to participants for comment and re-

examination. In addition, I was conscious of the need to be aware of the ‘give and take’ 

in interview situations, the potential shifts that could occur in subject positions, and 

how the interview movements could produce different contexts and diverse, sometimes 

contradictory meanings. Yet instead of viewing such interview movements as 

problematic or the participants as irrational, I was encouraged by Holstein and 

Gubrium’s (1995) argument to actively foster such shifts to help “provide an 

environment conducive to the production and range and complexity of meanings” (p. 

17). I would sometimes ask the participants to examine, for example, their experiences 

of the culture from different subject positions or to reflect on how a change of context 

or time could have influenced their understandings of specific management practices 

such as their input into gender equity policy formulation and implementation. Although 

such questioning techniques resulted, at times, in signs of interviewee confusion, 

inconsistencies and ambiguities, I considered such responses as valuable, as they 

represented the difficulties associated with negotiating meanings in response to the 

workings of multiple and often competing discourses. 
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3.4.5 Analysing the interviews 

 

The process of analysing the interviews involved a number of stages and procedures. 

All interviews were tape recorded and personally transcribed verbatim in groups as they 

were conducted within each federation. The transcription process allowed me to 

tentatively develop themes whilst beginning to identify similarities and differences 

within a participant’s interview and across the federations. When the transcriptions 

were finished I sent a copy of each interview to the participants so they could read 

through the transcript to ensure that the information was accurate. Some participants 

did not want to read their interview transcripts, possibly because they did not have the 

time or were satisfied with the interview process and displayed confidence in my ability 

as the researcher to transcribe the interviews.  

 

Qualitative analysis is intuitive but also systematic (Kvale, 1999a; 1996b; McKee, 

2001; Miles & Huberman, 1994; Patton, 1990). The technique of analysis that I used 

could be described as “ad hoc meaning generation” (Kvale, 1996b, p.203). Kvale 

described this from of analysis by stating: 

 

The most frequent form of interview analysis is probably an ad hoc use of 

different approaches and techniques for meaning generation…in this case no 

standard method is used for analysing the whole of the interview material. 

There is instead a free interplay of techniques during the analysis. 

 

The free interplay of analytical techniques that I used drew on elements associated with 

narrative analysis (Kvale, 1996b), within case and cross-case analysis (Miles & 

Huberman, 1994), thematic analysis (Braun & Clarke, 2006; Green et al. 2007; Hycner, 

1985; Van Manen, 1990) with a discursive focus, and, more simply, multiple re-

readings of the interview transcripts. In part, I treated the interview transcripts as 

narratives and this encouraged a focus on how the participants articulated the changing 

governance and leadership roles within the post-amalgamation period of football in 

Australia, and the fact that my overall task was to weave the participants’ stories into 

one particular narrative this thesis. Moreover, I was interested in how different 

women’s and men’s accounts were both similar and different and in this respect I used 

forms of within case and cross-case analysis (Miles & Huberman, 1994). I actively 

compared, for example, different participants’ understandings, accounts and 
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experiences within each federation and then compared the participants’ experiences 

across all five federations to identify similarities and differences. Through this 

comparison process I was interested in understanding the broad contextual factors that 

were of significance in helping shape the discursive articulations between the 

amalgamation process and women in leadership. McKee (2001) laboured the point that 

it is important to consider the “context, context, context,” (p.145) that surrounds a text 

(i.e. interview transcript) before making analytical interpretations.  

 

At the beginning of my analysis I was going to use the qualitative data analysis 

program Nvivo as a tool to organise the interview material. However, my data analysis 

complied with the guidelines of thematic analysis described by Green et al. (2007). The 

four steps identified by Green et al. (2007) in the process of thematic data analysis: 

immersion, coding, categorising and generation of themes provided me with a guide to 

create to my analysis of the participants’ interviews. However, Green et al (2007) 

suggested that these four steps are not done in a linear fashion and that data analysis 

starts and occurs alongside the interviews that generate the data. I found that data 

analysis was time consuming, requiring me to constantly move between immersion, 

coding, categorising, and the creation of themes. I found it advantageous to have 

conducted the interviews myself because my experiences informed the analysis. For 

example, I witnessed the details that made up the interview contexts including 

hesitations, confidence in answering questions, the tone of the participants’ voices as 

well as the shared experiences of researcher and participants. For example, when 

interviewing executive manager Octavia, from Federation C she articulated that 

“absolutely, absolutely the ASC could be more pro-active in improving opportunities 

for women in leadership roles in sport management.”  

 

Additionally, Green et al. (2007) suggested that being able to draw on an understanding 

of the interview content brings depth to data immersion and enables subsequent 

interpretation to fully account for the research context beyond interview transcripts. 

Therefore, the first step in my thematic analysis involved me reading and re-reading the 

interview transcripts and contextual data and listening to recordings of the interviews. 

This allowed me to gain a detailed examination of what is said and stimulated the 

process where I began to ‘incubate’ ideas about the possibilities of analysis. I found that 

early immersion into the data (interviews) gave me the added benefit of making the 
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analysis more manageable rather than waiting to wade through large amounts of data at 

the one time. For example, after conducting interviews with a federation, I would begin 

transcribing the interviews and thinking about initial themes the next day. I began 

writing comments beside the interview text as part of my thematic analysis and found 

myself immersed in the analysis. I also printed copies of each interview and placed 

them in five coloured folders that represented each State federation. I did this because 

when I was exploring a particular theme which I colour coded, I found it was easier to 

find the particular text, rather than flipping through word documents on the computer. 

The individual interviews were then used as a springboard for the next interview. The 

purpose was to fill out the themes in more detail and possibly illuminate further themes 

that were either not discussed in the initial interview or had not been identified during 

analysis. 

 

The second step of data analysis, coding, involved the process of examining and 

organising the information contained in each interview and then the whole dataset from 

the five federations. Beginning with one transcript, I asked, “what is the participant 

saying?”, whilst labelling the single words, phrases or whole paragraphs that contained 

information relating to each particular point being made. For example, board member 

Jack, from Federation A, spoke about how the newly amalgamated board now focuses 

on running a business. Therefore, I labelled this paragraph economic focus. As part of 

this coding process I made notes in the margins of the transcripts and colour coded 

paragraphs. As I moved forward and back through the transcripts, drawing on in-depth 

knowledge connected with my research, returning to my research question, and 

thinking in terms of my theoretical concepts I revisited my previously coded transcripts 

in order to verify that the code still applied. 

 

For the third step of data analysis, creation of categories, I revisited my data to examine 

the way the codes could be linked. I carried out a detailed examination of the data to 

categorise the ways in which research participants spoke about aspects of the issues 

under investigation (amalgamation, changing governance and women in leadership) 

through constant comparison. This linking of codes assisted me in creating coherent 

categories whilst developing a good fit between codes that share a relationship. I 

discovered that my data contained contradictions and expectations which I sorted into 

different categories, generating an explanation for everything that I observed or 
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recorded in the interviews. For example, senior executive managers, executive 

managers and board members across the four federations (except Federation C) 

articulated how their economic and business focus has been privileged and prioritised 

as an important strategic focus over gender equity and women in key leadership roles 

(see Figure 1, p. 94).  

 

The fourth and final step of my analysis of the interview data is the identification of 

themes (see Figure 1, p.94). Themes are more than categories which required me to go 

beyond a description of a range of categories; it involved shifting to an explanation and 

an interpretation of the issue under investigation. The generation of themes requires 

testing the explanation both with the data and with the theory, specifically referring to 

the theoretical concepts relevant to my research. Although my research went through 

the four steps of data analysis identified by Green et al. (2007) to provide me with a 

guide to create to my analysis of the participants’ interviews, I concur with Patton 

(1990) who argued that it is important to recognise that qualitative analysis guidelines 

are exactly that- they are not rules, and, following the basic precepts, will need to be 

applied flexibly to fit the research question and data. Furthermore, Ely, Vinz, Downing 

and Anzul (1997) suggested analysis is not a linear process of simply moving from one 

phase to the next. Instead, it is a more recursive process, where movement is back and 

forth as needed, throughout the phases. It is also a process that develops over time and 

should not be rushed. 

 

I then began to cross-reference all the themes and subcategories from each federation to 

develop attributes for each interview. These attributes provided valuable information 

such as how the women and men perceived the culture of their federations, how gender 

equity was identified through management practices and strategic plans, how 

federations were addressing change to create opportunities for women in executive 

management and board roles. As Van Manen (1990) suggested, articulating themes is 

not just a cognitive process but rather involves a process of insightful invention, 

discovery and disclosure and describes themes as the sense we are able to make of 

something. After the initial analysis I re-read the ‘texts’ for any patterns may have 

emerged in relation to gendered experiences (Kellehear, 1993). I searched for particular 

patterns and differences among the ‘texts’ and the literature that were both consistent 
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and inconsistent to identify and clarify themes relating to the language used to construct 

gender equity (Trinder 2000, p.54).   

 

 

        Figure 1: Four steps of data analysis to generate qualitative evidence. 

 

 

         Source: Willis et al. (2007, p. 547).  

 

I began a second level of discursive analysis to theorise my findings at a deeper level. It 

assisted me in deconstructing the way meanings about gender equity and governance 

are produced within the ‘texts’, looking at statements and metaphors, and what is said, 

and not said and how gender patterns within organisations are made visible/invisible 

(Lakoff & Johnson, 1980). This enabled me to identify the interpretative repertoires 

(Potter & Wetherell, 1987) that the participants used to talk about gender issues from 

their organisational positions as senior executive managers, executive managers, 

support staff and board members and their subject positions as women and men with 

particular social locations. The key feature of the analysis of discourse is underpinned 

by the “notion of language as a meaning constituting system which is both historically 

and socially situated” (Weedon, 1987, p.34). A discursive analysis of texts is not simply 

a description or analysis of content. Rather it is critical and reflexive, moving beyond 

the level of common sense and situates the use of language within social, cultural, 
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political, gendered and historical contexts. Discourse analysis assumes that people are 

inconsistent and language is not seen as simply reflecting internal beliefs, attitudes or 

values that are somehow separate from the external world. The conversations or the 

interviews themselves are contextualised within the research relationships at that point 

in time, rather than subject to claims about ‘representativeness’ or ‘generalisability’ 

(Alvesson & Skoldberg, 2000). I found that the stories and the experiences the 

participants told about the amalgamation process, the issue of how women in leadership 

has been made visible and invisible through strategic plans and policies and the culture 

of football do not follow a neat trajectory, they are messy and difficult to classify 

neatly. Law (2004) suggested if we want to think about the messiness of reality at all 

then we are going to have to teach ourselves to think, to practice, to relate, and to know 

in new ways. This was one challenge I faced within my research.  

 

My thematic analysis of the interviews also had a discursive focus and the particular 

form of discourse analysis that I present involves identifying the social discourses 

available for women and men in a specific culture and society at a given time. These 

discourses provide subject positions, constituting their subjectivities, and reproducing 

or challenging existing gender relations (Holloway, 1984; Walkerdine, 1986). Close 

attention was paid to the social context of language and to its function in or relation to 

structures of power and knowledge. One of the aims of my research was to provide 

detailed, historically specific analyses which will enable me “to explain the working of 

power on behalf of specific interests and to analyse the opportunities for resistance to 

it” (Weedon, 1987, p. 41). Discourse analysis also involved the careful reading of texts 

(transcripts of interviews, or existent documents and policies), with a view to discerning 

discursive patterns of meaning, contradictions, and inconsistencies. It is an approach 

that identifies and names language processes people use to constitute their own and 

others’ understandings of personal and social phenomena. These processes are related 

to the reproduction of, or challenge to, the distribution of power within the football 

federations. Discourse analysis proceeds on the assumption that these processes are not 

static, fixed, and orderly but rather fragmented, inconsistent, and contradictory. If this 

discussion of discourse analysis seems vague, it is perhaps because there are no recipes 

or formulas. It is a form of analysis that is attentive both to detail in language and to the 

wider social picture. Potter and Wetherell (1987) emphasise: 
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There is no method to discourse analysis in the way we traditionally think 

of an experimental method or content analysis method. What we have is 

broad theoretical framework concerning the nature of discourse and its role 

in social life, along with a set of suggestions about how discourse can best 

be studied and how others can be convinced findings are genuine. (p.175, 

emphasis in original)  

 

Throughout each chapter I have drawn attention to similarities whilst recognising when 

something was different in the way that the participants had experienced and perceived 

women in leadership and gender diversity within their federations. The overall 

theoretical focus for my analysis had always been directly informed by the theoretical 

approach of feminist post-structuralism and a Foucauldian framework. As such I have 

focused on the discourses that the women and men use to describe gender equity, the 

culture of their federations and women in key leadership positions. I also drew upon 

Foucault’s genealogical method as the strength of a genealogical approach is that 

genealogists do not search for foundations or underlying truths. Rather, they search for 

accidents, contingencies, overlapping discourses, threads of power and, importantly, 

conditions of possibility for the production of commonsense, taken-for-granted truths 

(Ailwood, 2004). Foucault stated that “genealogy is an examination of the relations 

between history, discourse, bodies and power in an attempt to help understand social 

practices or objects of knowledge that continue to exist and have value for us” (1977a, 

p. 146). Genealogy therefore, provides a “history of the present” (Foucault, 1991a, 

p.31), and in my analysis amalgamation is a key point in the administrative history of 

women in sports leadership.  

 

A genealogy of women’s involvement in football enabled me to critically analyse the 

ways in which female subjects are governed, and govern themselves, within the 

sporting structure, sport leadership and culture of the new State federations after 

amalgamation has occurred. Additionally, this enabled me to analyse the historicity of 

discourses of gender equity; the masculine leadership models within sport and the 

“discursive constitution of lived experience” (Suakko, 2003, p.125). 
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3.5 Limitations of research  

   

There are some limitations to the research procedure adopted in this thesis, though it 

will be argued that these are outweighed by the benefits. Firstly, the textual analysis of 

policy documents focused on only a small collection of texts, leaving many dominant 

texts from the Australian discourse on gender equity unexplored. As I will discuss in 

Chapter Four, there are strong justifications for focusing on the internal policies of the 

football federations and the key external policy documents in the context of this project, 

making them useful sites for investigating how gender equity is governed through 

policy.  

 

Secondly, I experienced limitations such as access to a range of participants which were 

influenced by different factors ranging from the availability of participants, especially 

board members and senior executive management. For example, the interviews 

conducted with Federation B only involved one woman board member out of six. This 

may have been due to availability factors but also the fact that the other five board 

members were all men and may not have felt comfortable discussing gender equity 

issues from a personal and organisational perspective with a woman researcher. Also, 

board members are in voluntary positions and may not wish to spend their time being 

involved in my research. There was the limited involvement by the National body of 

football (FFA) where I interviewed only two participants who were both women (one 

executive manager and one board member). However, due to the lack of content of the 

interviews I have not used them within this thesis.  

 

Since my research also focused on participants in senior executive management, 

executive managers and executive support roles, one of the characteristics of senior 

executive managers is that they tended to have heavy workloads and this made 

interviewing difficult. The issue of limited time and participants’ availability also 

restricted access to some participants. For example, the CEO of the National body was 

unavailable for my research after several attempts to organise a meeting. I felt his 

involvement would have provided a pivotal contribution to my research in terms of how 

the National body is addressing gender equity through their strategic planning processes 

to improve opportunities for women in key leadership roles. Therefore, the textual 

analysis of policy documents became critical to my research in order to analyse 
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discourses of gender equity that have informed the creation and development of  

policies from a National perspective driving change around women in leadership roles. 

This is further elaborated on in Chapter Four sections 4.4 and 4.5. However, within the 

smaller federations such as Federation A I had access to a number of board members 

and executive managers. Reflecting back on my research, the more gender inclusive 

federations made themselves readily available to my research project. Thirdly, the time 

restrictions and financial limitations of doing a PhD influenced the number of 

Federations that were involved and hence this research only included football 

federations on the East Coast of Australia.   

 

Fourthly, when I began the interviews I perceived that some male managers and board 

members felt uncomfortable discussing gender equity issues from a personal and 

organisational perspective with a woman researcher. At times this resulted in 

participants giving me ‘politically correct’ answers to my questions. As the interviews 

progressed I addressed this issue by framing my research approach in terms of 

developing new insights that may improve management practices and organisational 

culture which resulted in some of the men opening up about their perceptions of women 

in leadership and how they may implement strategic changes to work towards an 

inclusive organisation. For example, when I interviewed board member Jack, from 

Federation A, I asked him whether his federation had developed pathways for 

leadership from the board members at the grassroots clubs up to the State level of 

governance. Jack articulated that this was a good idea and may be a strategy he would 

discuss with board members to help recruit women and men by showing that there is a 

pathway for administrators.    

 

3.6 Concluding remarks  

  

This chapter has outlined the research journey that I have travelled on as I have 

developed my research. I have provided a detailed account of the qualitative research 

methodology through which I address the main research questions. I identified the use 

of multiple qualitative methods that included a multiple case study research design, 

textual document analysis and individual in depth interviews and discussed each 

method in detail. I explained how I employed Foucault’s approach to discourse analysis 

to focus on how meanings are produced in talk and text. My data analysis consisted of 
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the policies and strategic plans of the National and State football federations, and the 

individual interviews, complied with the guidelines of thematic analysis as described by 

Green et al (2007).  I identified the limitations to my research but argued that these are 

outweighed by the benefits. The findings produced through the research techniques 

outlined are presented in the following chapters.  
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CHAPTER FOUR 

 

     National policy discourses governing women in football leadership 

 

 

4.0 Introduction 

 

My primary aim in this chapter is to examine how broader policy changes within ASC 

and football in Australia have shaped sport leadership for women through policy 

formulation and implementation. I acknowledge that the About Time Report 

(Commonwealth of Australia, 2006) and the 1999-2002 Active Women: National 

policy on women and girls in sport, recreation and physical activity (ASC, 1999a) have 

been significant policies that have provided recommendations and suggestions that 

focused on women in leadership roles in sport and gender equity recommendations for 

sport organisations in Australia. However, I particularly analyse the Crawford Report 

(ASC, 2003) and the ASC National Sporting Organisations Governance Principles of 

Best Practice ( ASC, 2002a) which have specifically shaped the day to day work of the 

federations in relation to the amalgamation process, governance changes and how the 

federations have addressed women in leadership roles and gender equity. I draw on 

Foucault’s concept of governmentality (1991c, 1994) as it is useful for understanding 

how certain ideas within sport policy are taken up in the pursuit of particular outcomes; 

from encouraging citizens to become more active, to promoting ideas about how to 

improve gender equity within the management of football. Therefore, this thesis offers 

an alternative approach to sport governance through a Foucauldian governmentality 

lens to make visible the power/knowledge relationships which are played out within the 

National and State federation’s governance structure. 

 

The Australian political and sporting system is characterised as neo-liberal (Larner, 

1997). This is both a political discourse about the nature of rule and a set of practices 

that facilitate the governing of individuals from a distance. Therefore, this chapter will 

explore how, in the Australian context, the ASC is driving change in the governance 

structures and behaviours of NSOs which in turn govern State and local organisations 

through their sport policies.  

 



103 

 

I begin this chapter by highlighting the policies and reports that have made the issue of 

gender equity in sport leadership visible and thinkable. This is followed by a historical 

picture of the changing governance and professionalisation of NSOs and a critical 

analysis of the ASC National Sporting Organisations Governance Principles of Best 

Practice. I focus on principle one as it advocates increasing the representation of 

women in decision making and leadership roles. The ASC governance principles is one 

way the government have sought to shape and sculpt the management and 

administration of the National body of football. The decentralist rhetoric that 

accompanies these modernisation reforms whereby “people are able to deploy 

themselves, or be deployed in a way that maximises their output” is, (Finlayson, 2003, 

p.72) paradoxically, combined with the “centralisation of control through the 

introduction of ever more rigorous targets and more complicated systems of 

performance measurement” (Finlayson, 2003, p.81). Understood, this way, then, any 

organisation that is not willing to modernise is out of touch and anti-modernisation. In 

Australia, Hoye (2003), for example, notes that alongside increased government 

funding for NSOs there are increased expectations of accountability on behalf of the 

government together with “an expectation that NSOs will engage in efforts to improve 

the efficiency and effectiveness of the governance of their organisations” (p.209). 

 

I then discuss the Crawford Report which has been the pivotal external policy that has 

shaped the governance and constitutional changes of football. I continue by examining 

how ASC policies inform and shape policies developed by FFA and influence the way 

gender is constructed through policies and made visible as an issue.  

 

The second half of the chapter explores the strategic plans of five (5) football 

federations in Eastern Australia and critically examines how they address gender equity 

within sport management. I analyse how executive managers and board members 

interpret their strategic plans and identify the changing governance process that has 

occurred due to the Crawford Report and the amalgamation of the women’s and men’s 

organisation. This critical analysis is important to my thesis as it examines how the 

professionalisation of football and the changing governance process and management 

cultures have shaped women’s leadership opportunities. Additionally, the policies and 

reports developed by the ASC reflect how the ASC has governed sporting organisations 

at a distance by regulating the autonomy of the governed. As Foucauldian 
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governmentality (1991c, 1994) argues that while neo-liberalism may mean less 

government, it does not follow that there is less governance. Each federation will be 

referred to respectively as Federation “A” – “E”. This chapter sets up my analysis of 

how executive managers and board members interpret policy and how gender equity is 

played out in organisational life. This is further explored in Chapter Five.  

 

The discussion now turns to the key policies and reports that have identified women’s 

leadership and gender equity as an issue in sport leadership.  

 

 

Table 1: Policies focusing on governance and women’s leadership  

Year of  

Publication 

Policy and Reports Women’s Leadership and Gender Equity Focus 

 

1999-2002 

 

 

Active Women: National 

Policy on Women and 

Girls in Sport, Recreation 

and Physical Activity 

(ASC, 1999a).  

 

- Identified that women were under-represented in 

the leadership and decision making of sport 

organisations. 

 

- Recommended developing policies, programmes 

and design structures to improve recruitment, 

development and retention of women 

 

2002 

 

National Sporting 

Organisations 

Governance: Principles  

of Best Practice (ASC, 

2002a).  

 

- Identified the importance of women on 

representative boards generally but did not 

advocate increasing the number of women  

           on boards. 

 

- Gender invisibility is evident in the lack of 

consideration of how the male-dominated culture 

and structure of organisations could be addressed 

to create a more gender inclusive approach. 

 

- Focused largely on the operational concerns of 

sport organisations and has not taken into account 

how different organisations may approach equity 

issues in governing their own conduct. 

 

2006 

 

 

 

 

 

 

 

Environment, 

Communications, 

Information Technology 

and the Arts References 

committee inquiry: About 

time! Women in Sport  

and Recreation in  

 

The terms of reference were to inquire into women in sport 

and recreation in Australia, looking at various issues. In 

particular:-  

 Section (d) in Chapter one that discussed women in 

leadership roles in sport, including:  

1. the number and proportion in administrative and 

officiating roles, 
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Australia  

(Commonwealth of 

Australia, 2006).  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

2. the issues associated with women in leadership 

roles in both elite and grassroots activities, 

3. trends and issues for women in organisational 

roles, and 

4. strategies to improve the numbers of women in 

administration roles.  

 

- Submissions from a range of sport organisations and 

individual (88) suggested that there needs to be a culture 

change within sport organisations to advance women in 

leadership roles (Chapter One, section 1.4).  

 

 

 

 

 

- The committee found that strategies needed to be 

developed by governments and sporting and recreation 

providers to increase the numbers of women in leadership 

roles. There were numerous strategies suggested which 

included: Providing an inclusive, safe and flexible work 

environment (Chapter Five, Findings, p. 95).  

 

2012 

 

‘Australia’s Winning     

Edge 2012-2022’ (ASC, 

2012). 

 

- The policy is a collaborative effort led by the ASC 

with key partners in the sport sector, and builds on 

the National Sport and Active Policy Framework 

and National Institute System Intergovernmental 

Agreement. 

 

- The ASC noted that there is a compelling case for 

change in Australian sport. 

 

-  One priority focused on what is needed to achieve 

Australia’s winning edge which related to good 

governance, leadership and capability. 

 

- High performance sports will be required to 

demonstrate good leadership, governance and 

administration as part of the annual investment and 

review process.  

 

- Identified that organisations that are managing 

public investment and member interests must have 

structures in place that reflected a greater level of 

professionalism and governance (ASC, 2012).   

 

- The policy suggested that there is good evidence 

that diversity on boards leads to better corporate 

performance.  
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- The Commonwealth Government set a target of a 

minimum of 40 per cent of Commonwealth Boards 

being female by 2015.  

 

- The ASC’s position is that each NSO should seek 

to achieve a target of 40 per cent female 

representation on boards over a similar timeframe.  

- NSOs progress will be reported in the new annual 

Winning Edge: State of Sports Report. 

- Reporting on gender representation for NSOs 

executive management will also be required.  

 

The polices and reports developed by the ASC within Table 1 have identified that 

women are under-represented in leadership positions within sport organisations but 

have not provided information on how NSOs and SSOs can address gender equity 

issues to improve women's leadership, opportunities. With the exception of the About 

Time! Women in sport and recreation in Australia inquiry that suggested strategies to 

enhance women in sport leadership the common finding across all of the other policies 

and reports is that there is no penalty for ignoring these directives or incentives to adopt 

them. This approach to addressing women in sport leadership relates to Raco and 

Imrie’s (2000) research about how increasingly governments seek not to govern society 

per se, but to promote individual and institutional conduct that is consistent with 

government objectives. I draw on the governmentality work of Foucault (1991c, 1994, 

1982) where the concept of power in the policy process moves away from a 

concentration on juridical and repressive forms of power to an acknowledgment of the 

use by governments of forms of “shaping, guiding and directing the conduct of others 

by using persuasive processes of signification and legitimation to work through their 

desires, aspirations, interests and beliefs” (Scott, 2001, p.94). A key contribution of 

Foucault’s (1991c, 1994, 1982) concept of government, then, is that it focuses on 

governmental power both inside and outside the State, encouraging analysis across 

multiple sites from the government of the State and its institutions, to the government 

of the individual. Therefore, the guidance provided by the ASC to improve 

opportunities for women in leadership has been constructed through recommendations 

developed through policies such as the National Sporting Organisations Governance: 

Principles of Best Practice (ASC, 2002a, 2002b) (see section 4.2). It suggested that 
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sport organisations should work ‘consciously’ to increase women on boards. However, 

there is no penalty for ignoring this directive or an incentive to adopt it. The ASC 

approach to gender equity leaves the responsibility for change with the federations. 

Consequently, the football federation has been left to govern their own conduct in 

relation to the construction of gender within their policy formulation and 

implementation.  

 

I argue that Bacchi’s (1999) research offers a feminist alternative to mainstream policy 

analysis through the use of Foucault’s work on genealogy and governmentality which 

may assist ASC to use policy as an instrument of change to shape how gender is made 

thinkable within the football federations. Bacchi (1999) coined her policy analysis as 

‘What’s the Problem?’ and it can be applied to any policy area to develop new ways to 

think about and address policy problems. As part of this approach, policy proposals 

need to be screened for problem representation and then analysed in terms of their 

effects, both practical and discursive. Bacchi (1999) suggests that it is also useful to 

examine when and how a particular topic achieved social problem status, as some social 

problems have a tendency to reappear in different historical periods and to identify 

contrasts and similarities in the meaning given to them at these times. For example, 

over the past twenty five years, women’s sport policies that have been developed by the 

Australian Sports Commission and the Federal government have focused on addressing 

inequalities in women’s sport participation and management by identifying gender 

related barriers. There has been less emphasis on the cultural and organisational 

changes required to create the social conditions for greater gender equity (Australian 

Sports Commission, 1987, 1992, 1997, 1999b; Commonwealth of Australia, 1999, 

2001, 2006).  Bacchi (1999) also focuses on how groups (such as women) are 

constituted in particular ways through the rationalities employed in policy discourses 

and the ‘effects’ on ways of thinking about problems and solutions (e.g. supporting, 

ignoring or refusing gender equity).  

 

The problem focused approach examines the discursive construction of policy problems 

and the effects on women’s positions and equity issues in relation to management 

(Bacchi, 1999). The challenge to conventional policy approaches is the suggestion that 

‘problems’ do not just exist out there, in the social world, waiting to be addressed and 

solved, but that problems are created within a complex policy community. By this 
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Bacchi (1999) means that any policy proposal necessarily contains a diagnosis of the 

problem to be addressed. The policy proposal identifies what is of concern and what 

needs to change. She called this a problem representation and suggests, as a first step in 

policy analysis, teasing out the policy representations which necessarily lodge in policy 

proposals. The argument is that it is impossible to assess policy proposals without doing 

this since, if in your view the problem ‘is misdiagnosed, you are unlikely to find the 

proposal helpful’ (Bacchi, 1999).   

 

Therefore, Bacchi’s (1999) approach to policy analysis could be applied to develop new 

ways to critically think about and address gender equity within the Australian sport 

system as a policy community. For example, the lack of women in sport leadership 

positions has been problematised within policies such as the Active women: National 

policy on women and girls in sport, recreation and physical activity (ASC, 1999b) 

through gender specific discourses that discuss the intrapersonal and interpersonal 

constraints women face which may influence their opportunities to advance their 

careers. While such policies make gender visible the focus has been on women as the 

problem (lower rates of involvement) not the male-dominated culture and structure of 

sport organisations that impede women’s involvement. The strength of adopting 

Bacchi’s (1999, 2000) approach helps to examine the manner in which social issues are 

represented in policy, whose interests are represented and whose are excluded, and the 

power relations evident in these representations. 

 

The following section discusses the involvement of the Commonwealth government in 

the changing governance, management and professionalisation of the Australian 

sporting system. 

 

4.1 History of the Australian government in sport governance 

 

Before the 1970s, the Australian government provided intermittent if limited support 

for sport (Green & Houlihan, 2005). When support was provide, it was largely 

channelled through local government authorities. For example, during the 1940s and 

1950s, Stewart, Nicholson, Smith and Westerbeek (2004) note that within Australia 

“NSOs were left to fend for themselves. Sport ran its own affairs, found its own 

resources, and established its own values” (pp. 42-43).  
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In 1999 a review of Commonwealth government involvement in sport and recreation 

outlined the history of Australian government sport policy from 1973 (Sport 2000 Task 

Force, 1999).  The review highlighted the incremental nature of the development of 

sport policy following a series of reviews and reports on the Australian sport system 

(Bloomfield, 1973; Commonwealth of Australia, 1985). The rationale for continuing 

federal government funding and support for NSOs has remained fundamentally 

unchallenged since the early 1970s. Federal government funding has enabled NSOs to 

employ specialised staff in coaching, marketing and management and to pursue the 

objectives of increasing mass participation and elite athlete success.  

 

Federal government policy has moved away from a very ‘hands on’ approach in the 

1970s with a need for “strong control by government” (Sport 2000 Task Force, 1999, 

p.4), to a recognition that the sport system has matured sufficiently to be able to enjoy a 

measure of self-determination. While federal government funding still formed a 

significant portion of the operating budgets of many NSOs in the late 1990s, it was 

recognised that “ there is increased professionalism and some NSOs are more capable 

of managing their national programs without government direction, albeit with 

accountability” (Sport 2000 Task Force, 1999, p.104). Additionally, there has been a 

paradigm shift to the view that “it should be sport, not government that runs sport” 

(Sport 2000 Task Force, 1999, p.104).   

 

A strategic priority of government funding programs has been the focus on facilitating 

the professionalisation of the management and governance of sport organisations where 

sport has been shaped by management discourses and business imperatives. Indeed, 

“part of the justification for government funding is to improve the administration of 

sport” (Auld, 1997, p.6) and part of the increased accountability requirements 

developed by the ASC has been an expectation that NSOs will engage in efforts to 

improve their efficiency and effectiveness of the governance of their organisations 

(Sport 2000 Task Force, 1999).  Rose (2000, p.322) notes how government has 

undertaken “rationalised and calculated interventions that have attempted to govern the 

existence and experience of contemporary human beings, and to act upon human 

conduct to direct it to certain ends.” Of particular relevance, then, to my analysis are the 
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ways in which the language of rationality and business imperatives emerged 

increasingly to frame the construction of the sport policy discourse in Australia. 

 

However, at the national board level of sport organisations in Australia there had been a 

lack of effectiveness in terms of strategic and policy planning due to inappropriate 

governance procedures and the absence of duty statements for boards and individual 

board members at an organisational level. Further, the lack of clarity of roles and 

responsibilities between State and National organisations, paid staff and volunteers, and 

between governance and management functions was identified as an “overwhelming 

concern” (Hoye, 2003) amongst the sporting community. The Australian government’s 

policy response to the poor governance of NSOs was a shift toward a managerialist and 

technocratic culture, in particular the process of formalising, institutionalising, and 

professionalising the governance of NSOs, which was driven by the government and 

administered through the ASC’s Governance Management Improvement Program’ 

(MIP) (Australian Sports Commission 2005a, 2005b; Hoye, 2003). The aim of this 

program is to provide resources for NSOs to address “their specific governance issues” 

(Hoye, 2003, p. 215). Thus the individualised ethos of neo-liberal politics, in particular 

the notion of “responsible autonomy” (Dean, 1999, p.210), underscores the program’s 

rationale. From a governmentality perspective, then, it is also clear that on one hand 

this program is encouraging empowerment. On the other hand, however, it can be seen 

as operationalising “the self-governing capacities of the governed in the pursuit of 

governmental objectives (Dean, 1999, p.67). Additionally, a range of education 

programs and information resources were developed by the ASC to assist NSOs, for 

example, in 1999 the ASC produced a guide for governing sport organisations based on 

the policy governance model espoused by Carver (1997). The guide highlighted the role 

of the board and the importance of governance in facilitating the capacity of NSOs to 

deal with an increasingly complex social, political and economic environment. 

Therefore, sport governance refers to the ‘higher order’ issues of policy and direction 

for the enhancement of organisational performance (Tricker, 1984). The ASC (2002a, 

p.3) defined governance as the “structures and processes used by an organisation to 

develop its strategic goals and direction, monitor its performance against these goals 

and ensure that its board acts in the best interests of the members.”  
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The policy frameworks have evolved since 1997 to incorporate a range of resources and 

funding programs aimed at promoting the adoption of good governance practices within 

the Australian sports industry. Smith and Westerbeek’s (2004) research into sport 

management programmes in Australia argue that the shift towards the 

professionalisation of sport management (governance) has been reflected in the number 

of university students in sport, leisure or recreation management bachelor degrees or 

majors which now exceeds exercise science (human movement and physical 

education), as the most populated sport-related topic studied in Australia. Smith and 

Westerbeek’s (2004) research did not address the gender composition of students 

studying sport management in Australia.  

 

However, White and Kay’s (2006) research into women obtaining senior positions in 

sport governance in Britain argued that the increasing professionalisation of sport 

bodies has led to the need for formal qualifications in many areas of sport governance. 

Therefore, the growing number of sports management, sports science and leisure 

related courses at British universities, together with the overall increase in female 

graduates, is likely to result in higher numbers of suitable qualified women entering 

sports employment. Therefore, the professionalisation of sport governance may open up 

opportunities for women to obtain leadership roles within the Australian sport system, 

in particular football within Australia. One way the ASC is working towards the 

professionalisation of sport governance in Australia is through the National Sporting 

Organisations Governance: Principles of Best Practice (ASC, 2002a) to guide NSOs 

governance practices which I now discuss.  

 

4.2 Australian Sports Commission: Governance Principles  

  

The Australian government funded the development of comprehensive guidelines and 

resources to assist sport organisations to improve their governance in 2002. Entitled 

National Sporting Organisations Governance: Principles of Best Practice (ASC, 2002a), 

this guide includes five governance principles based on the policy governance model 

developed by Carver (1997). These principles include: clear delineation of governance 

roles; effective governance processes; establishing effective governance controls; 

governance improvement; and member responsiveness.  The ASC sports governance 

principles have advocated strengthening governance structures and processes that 
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support good leadership and decision making (ASC, 2002a) NSOs are ‘governed’ by 

these imperatives and are subject to increasing levels of performance scrutiny, 

particularly in achieving the outcomes expected from government funding (ASC, 

2002a). For example, the ASC eligibility criteria for the recognition of NSOs states that 

organisations formally commit to a governance structure that is consistent with the 

ASC’s governance principles of best practice. While the ASC suggests that if 

organisations work within this model they may voluntarily improve their governance, it 

does not take into account the organisations’ management culture. Therefore, the 

guidance provided by the ASC has left the football federations to govern their own 

conduct in relation to strategic and policy formulation and implementation that link 

gender equity to opportunities for women in leadership roles. Additionally, policies 

assume organisational change is a rational and linear process, rather than an 

interpretive, cultural process (Kay, 1996).  

 

Models are static representations that do not take into account different views, 

constructions and sport histories that influence management practices. Therefore, the 

National Sporting Organisations Governance: Principles of Best Practice may be 

analysed and used differently in organisations depending on the importance placed on 

gender equity in the ‘outcome’ requirements for good leadership. I have chosen to 

critique Principle One: Clear delineation of governance roles, as this principle has 

informed professional ‘thinking’ of the National and State federations in relation to 

their governance structure. Within principle one the ASC acknowledges that different 

sport organisations operate under different governance structures (ASC, 2002b). While 

not advocating the adoption of any single model, the ASC suggests that each 

organisation’s governance structure should feature a clear separation of powers and 

responsibilities between the board and the CEO and her/his staff. The Australian Sports 

Commission (2002b, p.2) further commented that: 

 

In accordance with Commonwealth Government policy and efforts of 

international sporting bodies to increase the representation of women in key 

decision making and leadership positions, the ASC advocates that sporting 

organisations should consciously work towards increasing female 

representation on their boards, whilst also assuring that the individual has 

the appropriate expertise and skill requirements for the position (ASC, 

2002b).  
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Although sport organisations should work ‘consciously’ to increase women on boards 

there is no penalty for ignoring this directive or incentive to adopt it. Principle one also 

discusses the amalgamation process but does not specifically mention gender issues 

within this pivotal process (ASC, 2002a, 2002b). The discursive parameters of 

governance constructed around the complex process of amalgamation only made brief 

‘gestures’ towards the gendered composition of boards. Although principle one 

identifies the importance of women on sporting boards, there is a lack of consideration 

about how the male-dominated culture and structure of organisations could change to 

create a more gender inclusive approach to leadership.  

The ASC governance principles focus largely on the operational concerns of sport 

organisations and have not taken into account how different organisations may 

approach equity issues in governing their own conduct. This ‘add a few women and 

stir’ approach to sport governance positions women as a ‘problem’ that can be fixed 

through inclusion into existing dominant masculine structures and cultures. Gender is 

thus constructed as an overlay of social attributes rather than as a constructed and 

contested dimension of individual and organisational experience (Gatens, 1983; 

O’Brien, 1981).  

These examples illustrate the need to develop a more detailed gender analysis of how 

equity policies and management practices are experienced by women and men within 

the design and application of new governance models for amalgamated sport bodies. I 

explore, in Chapter Five, how the National policy making models may work to 

perpetrate an instrumental approach to gender equity that serves to maintain the status 

quo via a token gesture to women’s inclusion in leadership.  

I now focus my discussion on the independent review into the structure, governance 

and the management of football in Australia. Known as the Crawford Report it was 

commissioned by the ASC and Soccer Australia in September, 2002. It has been the 

major catalyst for governance and constitutional and structural change within the 

National and State federations.  
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4.3 The Crawford Report 

The Crawford Report was the independent review into the structure, governance and 

the management of football in Australia (ASC, 2003). At the time of the report football 

in Australia was called soccer and one of the recommendations that resulted from the 

report was to change the name to football to align Australia with the language of  the 

‘world game’ known as Football. 

Submissions made to the inquiry provided evidence that many of the constituent bodies 

of Soccer Australia had similar organisational problems. These included mistrust and 

disharmony, loss of focus and concentration on local or factional issues rather than 

broad, whole-of-sport development and ‘bigger picture’ issues. In addition, the State 

women’s soccer associations were independently administered and not officially linked 

to Soccer Australia (ASC, 2003). Each State independently administered their sport and 

was affiliated to the national body, the Australian Women’s Soccer Association 

(AWSA).  

The Report made more than fifty recommendations to the Minister for the Arts and 

Sport (The Hon. Rod Kemp), the Australian Sports Commission and Soccer Australia, 

with the most relevant suggestion to this study advocating that football in Australia, 

through the national governing body, should have a truly independent board and 

separate CEO (ASC, 2003). This prompted the need to reshape the constitution as well 

as the appointment of a new board, which occurred in July 2003. The constitutional 

reform process resulted in there no longer being separate women’s football associations 

at either the National or State levels.   

However, to ensure all stakeholders’ voices were heard, the report favoured a 

democratic and representative, (rather than a mandated or dictated), approach to 

establishing the overall governance structure of the sport. The Australian Sports 

Commission (2003, p.14) suggested that “this approach will help to align the states 

within a national structure in both ‘mind and matter’, through consistent constitutions, 

governance and management arrangements.” In proposing a new membership structure 

the Crawford Report was also cognisant of Fédération Internationale de Football 

Association (FIFA) Article 23 that identified the importance of standing committees 

and a range of representational committees including women, Futsal, referees and 
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coaches. The Crawford Report recommended that the appropriate representational 

structure for membership of Soccer Australia be comprised of a mixture of state bodies 

and special interest groups (referred to as ‘standing committees’). The proposed 

membership structure specifically provided a space for the standing committees to 

ensure their voices were not lost among the more dominant elements of the sport (ASC, 

2003). The standing committees report to the CEO who then presents the 

recommendations to the board.  

The recommendations that came from the Crawford Report concerning the governance 

and management of football did not specifically address gender equity issues for 

women in leadership roles. The committee’s terms of reference required it to prepare a 

report on the assessment of the existing governance, management and structure of 

soccer in Australia. This report included solution-based recommendations to work 

towards delivering a comprehensive governance framework and management structure 

for the sport that addresses the needs of affiliated organisations and stakeholders. 

This resulted in imperatives relating to constitutional changes, board structures, 

amalgamations, economic viability and the clear separation of the roles of board and 

management being identified as crucial elements to be implemented to create 

professional change within football. The report did not clearly state how organisations 

could work towards gender equity and cultural change in relation to the new 

governance arrangements that arose from the amalgamation of the women’s and men’s 

organisations. In this scenario the gender ‘difference’ signified by the women’s 

organisation was incorporated [and rendered invisible] into the new organisation. 

Heather Reid, currently the CEO of Capital Football, reflected back to when she was 

the CEO/ National executive director of the Australian Women’s Soccer Association 

(AWSA) and identified the key issues that the women’s organisations faced when the 

amalgamation occurred. These issues included control over financial resources, 

participation in decision making and inclusion on the board. By being disenfranchised 

the women did not have a voice in the amalgamation process. Reid perceived that the 

women’s organisations were concerned about losing their independence, identity and 

voice in relation to decision making (Personal Communication June 16
th

, 2008).  

However, the amalgamation process has provided several benefits for women and girls 

playing the sport, such as talented player pathways which includes competition and 



116 

 

representative pathways. The women’s national league [W-League] began in 2009 and 

has been televised on the ABC and also international competitions for women have 

been developed from having a women’s World Cup, to now an under 20’s and an under 

17’s and an Olympic program. The result has been four high profile world events for 

women’s football. The amalgamation has resulted in some participation changes for the 

women’s and men’s competitions but the leadership question has not received the same 

attention. For example, within each federation women are slowly being appointed in 

leadership roles and have some ‘voice’ in the governance of the sport. However, each 

federation is at varying stages of creating opportunities for women in these roles.   

I now review FFA’s member protection policy and the national football development 

plan in relation to the governance processes of FFA and how they shape the way gender 

is made thinkable in organisations, whilst complying with ASC’s funding criteria. I 

have chosen to critique these documents because they have in turn informed the 

professional ‘thinking’ of the State federations in relation to making gender equity 

‘visible’ as an issue within their policies and strategic plans.   

   

I begin by discussing ASC’s funding criteria and how this has shaped FFA’s approach 

to governance. The ASC provides integrated and targeted funding and services to NSOs 

based on the organisations’ individual strategic plans. The two different types of 

funding from the ASC consist of sport grants which support the high performance and 

sport development activities of NSOs linked to their strategic and operational plans, and 

program grants which relate to specific projects and initiatives. All grants are subject to 

the NSOs meeting appropriate targets and ASC compliance requirements.  

 

Consequently, Football Federation Australia (FFA), the National body of football in 

Australia, must meet all the requirements developed in the ‘Eligibility criteria for the 

recognition of national sport organisations by the ASC’ (ASC, 2009) to be allocated 

funding. Three specific criteria that address equity, although not specifically 

mentioning administration roles within the sport, stated that:  

 

the organisation has an operable and current three year or longer strategic 

plan that addresses all aspects of sport (this may include issues relating to 

access, equity and the management of risk within sport); the organisation 

has formally committed to a governance structure that is consistent with the 
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ASC’s governance principles of best practice, and the organisation has an 

operable and current policy on harassment and member protections 

consistent with the ASC’s member protection policy (ASC, 2009, p.3).   

 

The ASC governs the ‘conduct of NSOs’ in terms of organisational policies and 

priorities for sport development and management. NSOs in turn, ‘self - govern’ through 

their strategic plans and operational policies that guide and shape their organisational 

culture and management practices. Additionally, the ASC’s member protection policy 

framework template was developed to assist NSOs write their own member protection 

policies and has been developed as one way to address issues of harassment, 

discrimination and child protection within their organisations. The template suggests a 

policy position statement on ethical issues in sport, including gender identity, 

organisational and individual responsibilities. This is mirrored in FFA’s member 

protection policy which I now discuss.   

 

4.4 Member Protection Policy 

 

The policy assists FFA in ensuring that every person involved in football is treated with 

respect and dignity, and is safe and protected from abuse. The aim of the policy is to 

make certain that everyone involved in football is aware of her or his legal and ethical 

rights and responsibilities. The policy also outlines the procedures that support FFA’s 

commitment to eliminating discrimination, harassment, child abuse and other forms of 

inappropriate behaviour from the game and the organisation (FFA, 2008).    

 

Part A: “Core Policy,” states that Football Federation Australia (FFA) is committed to 

providing a sport and work environment free of discrimination and harassment (sexual 

or otherwise), where individuals are treated with respect and dignity. The four key areas 

of the policy that impose rights and obligations on members include child protection; 

anti-discrimination; anti-harassment and intimate relationships, and deals with explicit 

or overt ‘power relations’. For example, in the area of anti-discrimination it discusses 

how a member (defined as FFA, state federations, district associations, clubs, officials, 

agents and players or any other member of the football community) must not treat a 

person less favourably on the basis of attribute (meaning race, colour, religion, 

language, politics, national or ethnic origin, gender, transgender, sexual orientation, 

age, martial status, pregnancy or intellectual or physical impairment or any other 

http://www.ausport.gov.au/supporting/nso/asc_recognition,2009
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attribute specified under Commonwealth or State legislation) than someone else 

without that attribute in the same or similar circumstances. This means that a member 

must not engage in discriminatory behaviour, including public disparagement of, 

discrimination against, or vilification of, a person on account of an attribute. Therefore, 

within this policy, gender is only made visible as an individual ‘attribute’ (often linked 

to victimisation) and the discourse of individual rights is used here in a very limited 

way, for example, ‘protection from unequal treatment’.  

 

The preceding statement reflects how FFA is governing the moral and legal conduct of 

individuals within the football community through their member protection policy. This 

becomes evident in Part B of the policy that discusses roles and responsibilities that 

states a member federation must adopt this Member Protection Policy or, if it has its 

own member protection policy, ensuring that its terms are not inconsistent with FFA’s 

policy whilst ensuring its district associations, competition administration and clubs 

provide and promote an environment free from discrimination and harassment in 

relation to its employment functions.  

 

The objectives of the policy form part of FFA’s overall risk management plan through 

the implementation of policies and procedures for addressing harassment, 

discrimination and child protection. Consequently, gender is made visible primarily 

through risk discourses that emphasise the legal and moral responsibilities of sport 

organisations that extend to ‘protecting’ individuals from harm. The discourses about 

risk management conceive of gender as a potentially negative attribute and hence the 

policy does not deal with promoting women’s capacity in management and leadership 

areas. The absence of affirmative strategies and programs to assist women in decision 

making roles is also evident within the National football development plan which is 

elaborated on in the following section.  

 

4.5 National Football Development Plan 

 

FFA’s National football development planning framework was developed in the first 

half of 2007 and provides an overarching structure within which football in Australia 

can collaborate in pursuit of their identified strategic priorities. This strategic plan can 

be understood through Foucault’s ‘analytics of government’, that is in terms of the 



119 

 

specific rationalities, truths and techniques that are employed by authorities (such as 

national sport organisations) to shape the actions and beliefs of individuals and 

populations (Dean, 1999). Specifically, how the National federations govern themselves 

and govern the conduct of State federations is shaped by national policies and practices. 

The National football development plan framework is comprised of four main pillars: 

national team excellence; Hyundai A-League; football development, and major events. 

These are supported by four key areas of operational excellence which include financial 

growth; engagement with the Asian football confederation; partnerships and 

governance, and administration (FFA, 2008).   

 

I will be focusing on the football development pillar that sits at the heart of FFA’s 

strategic direction. It aims to achieve high quality leadership and support for member 

federations and the participating football community.  FFA has separated football 

development into two distinct but closely related areas, namely, game development and 

talented player development. In essence, game development is the ‘grassroots’ of the 

game which underpins the development of talented players. It is the environment where 

the vast majority of people enjoy their football participation and also refers to the key 

infrastructure requirements such as club development and administration. All players 

will play football at the grassroots level and at a particular point in their development 

talented players will move across into the talented player pathway into an environment 

where they can access specialised programs, expert coaching and professional support 

services. Game development also provides pathways for the education, training and 

advancement of coaches, referees and administrators, although there is less of a 

‘formal’ pathway for the latter group (FFA, 2008). This statement suggests that 

administrators will ‘naturally’ progress from grassroots to State and National 

administration positions, and therefore, within the key operational areas of the game 

development pillar, there are no explicit employment strategies or pathways developed 

to enhance opportunities for administrators to advance their careers (FFA, 2008). In 

addition, gender equity is not addressed or identified within this area.  

 

Within the twelve game development priorities listed throughout the national plan the 

area of women and girls’ football contains an FFA objective that encourages female 

participation in non-playing areas of the game such as coaching, refereeing and 

administration. By prioritising gender equity in this way benefits have been identified 
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for football in Australia. For example, recognising and creating opportunities for more 

women in administration and leadership roles. However, the plan provides no strategic 

objectives for how this will be achieved by FFA and provides no direction to the State 

federations about how they might address gender equity within the composition of their 

management and governance positions. The discursive parameters established through 

FFA’s strategic plan emphasise the growth and economic viability of the sport with no 

regard to gender. This economic focus misses the potential economic benefits of having 

women in leadership roles, therefore women’s talents are not being fully utilised to 

achieve economic objectives. However, the issue of women in leadership is now being 

discussed in mainstream business in economic and social terms such as the ASX 

amendments to their corporate governance principles and recommendations in 2010 

which related to board diversity for all business entities listed on the Australian 

Securities Exchange.  

 

The following section analyses the strategic plans of five football federations in Eastern 

Australia focusing on how gender equity is produced through policy discourses and 

made visible or invisible within these organisations. The policy of each State federation 

is unique, and is influenced by several factors such as the size of the organisation; 

history and culture; the composition of their executive management and board, and 

responses to the governance directives of the FFA and the ASC. Federations are 

arranged in order of how they construct gender awareness within their 

management/board structure and policies, from the most inclusive to the least inclusive.   

Each federation will be referred to respectively as Federation “A” – “E”.   

 

4.6 A gender inclusive approach 

  

State Federation A positions itself as a gender inclusive organisation and it has been 

pro-active in creating opportunities for women in executive management and board 

roles. This is reflected in the composition of their board, which has more women than 

the other federations; there are two women and four men (Appendix E, Table 1). Due to 

the small size of this organisation the CEO classified five staff members as executive 

managers, (one woman and four men). When I interviewed the senior executive 

manager, TM, she stated that the organisation was actively looking to employ more 

women in these positions (See Chapter Seven, section 7.2.2). This gender inclusive 
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approach has been significantly shaped by having women exercise leadership through 

key decision making positions. The federation has actively promoted gender equity 

within their management; board structure, and policy formulation and implementation.  

 

The goals identified in their strategic plan are based on the structure of FFA’s national 

football development plan with the four pillars being: community football development; 

business development; high performance; and people development. These pillars are 

supported by a strategic platform which provides for good governance, sound financial 

planning and management, community engagement, communication, and research and 

partnerships. However, Federation A’s strategic plan discusses the values and 

commitments of the organisation through three key areas that make gender equity 

visible. These three areas are identified as equity of access, inclusivity, and valuing the 

individual. Therefore, the National body of football in Australia (FFA) and the State 

federations exist within a specific power relation in that FFA attempts to guide and 

influence certain strategies and policies that shape the State federations’ responsibilities 

and operations. Although FFA can develop strategies to direct the actions of the 

federations, the federations are still relatively ‘free’ to decide their responses and 

ultimately whether they will adopt the suggestions. For example, Federation A’s goals, 

as identified in their strategic plan are based on the structure of FFA’s National football 

development plan but they have also included areas in their plan that make gender 

equity visible. As Foucault (1987) suggested, an individual’s action, within a 

relationship of power, is not necessarily direct, dominating or effective in altering the 

actions of others.   

 

Within Federation A’s strategic plan gender is articulated as part of the ‘diversity’ 

discourse within the people development pillar. For example, in the strategic leadership 

initiative the federation has ensured that the board reflects independence, quality and 

diversity of skills. Additionally, the federation acknowledges that the strength of 

football is their people, the family of volunteers, coaches and administrators, who work 

to provide competitive and social activities for a diverse group of people within their 

state. The key point here relates to how Federation A’s senior executive management, 

executive management and board members have made gender visible through specific 

discourses about inclusiveness and diversity used throughout their strategic plan. 

However, women are not specifically mentioned in the leadership initiatives of the 
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strategic plan, rather a generic approach had been taken that did not identify women or 

men.  

 

I now discuss the strategic plan of Federation B and reflect on how gender inequity and 

women in leadership roles has been made visible and thinkable within the strategic 

planning process of this Federation.  

  

4.7 Incremental change 

 

Whilst the majority of Federation B’s senior executive management, executive 

management and board roles are currently held by men, women have recently started to 

move incrementally into these positions. In 2007, a woman was employed as an 

executive manager, and the State members of Federation B created history by electing 

the first woman to their board.  However, the majority of women are employed in 

supportive roles to the male managers (Appendix E, Table 2). 

 

Due to this federation being one of the largest in Eastern Australia (approximately 

220,000 players and fifty three full time staff)  they have developed four individual 

sections in their strategic business plan; corporate services; commercial services; 

football services, and media. Due to this structure Federation B is predominantly 

focused on the economic viability of their federation. This narrow economic focus 

misses the potential economic benefits of addressing women in leadership roles which 

could assist the economic and equity outcomes of the federation (see Chapter Five, 

section 5.2). This may be perceived as a missed opportunity currently and the 

‘business’ focus needs to be broadened out instead of being narrowly instrumental.  

 

However, the corporate services section of the strategic business plan identifies key 

administration activities and performance measures to be carried out, for example, 

reviewing staff levels and requirements. But there are no strategic initiatives developed 

in relation to leadership/decision making practices, no mention of working towards a 

diverse workforce, and the administration activities are month to month programs to be 

implemented with key targets to be met. Strategies to improve gender equity and 

opportunities for women to obtain leadership roles has not been identified or prioritised 
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as an area that required attention within their strategic plan. Therefore, women’s talents 

are not being fully utilised to achieve economic objectives.  

 

Within Federation B change has occurred through the employment and election of 

women to key decision making roles, however, this change in organisational culture has 

not been consciously reflected in their strategic business plan. Therefore, executive 

managers may be aware of the need for gender equity within their management/board 

structure but have not developed policies that work towards a gender inclusive 

federation.   

 

In the following section I discuss Federation C’s strategic plan and reflect on how 

gender inequity and women in leadership roles has been made visible and thinkable 

within the strategic planning process of this federation.  

 

4.8 Emerging gender awareness  

 

Federation C’s recently appointed CEO acknowledged the importance of creating 

gender awareness both at the executive management and board level through actively 

using his professional networks and creating change by employing a woman as an 

executive manager and instigating an independent review of the board that may open up 

opportunities for women to be appointed to the board (CEO, personal communication, 

June 16, 2008[name of CEO withheld due to anonymity]). This change is reflected in 

the structure of Federation C’s executive management positions (Appendix E, Table 3). 

Whilst board members have begun to identify the benefits of appointing women, at the 

time of my research all positions were occupied by men.   

 

Federation C’s strategic plan process utilised an inclusive consultative process with all 

of their stakeholders to ensure that they engaged all of the football community in 

moving towards a new era. The vision of the federation is that football will be regarded 

as the sport that provides genuine access and value to quality experiences which inspire 

stakeholders’ involvement. Whilst the core values identified within the strategic plan 

discuss the discourse of respect and integrity, gender equity is implicit and framed 

within the emphasis on the moral and legal responsibilities of sport organisations. 
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Therefore, gender does not appear linked with either economic or social imperatives of 

the federation.  

 

The strategic framework identified four major areas that the federation is focusing on 

under the umbrellas of football development, leadership, customer development, and 

business development. This framework has been influenced by FFA’s national football 

development plan that is structured around four pillars (refer to section 4.5 of this 

chapter). The adoption of this framework by Federation C reflects a particular practice 

of neoliberal governments known as ‘technologies of performance’. That is, the 

technical means for limiting the moral and political objectives of governing conduct to 

the optimisation of performance (Dean, 1999). For example, the setting of key 

performance indicators within Federation C’s strategic plan is a part of the technologies 

of performance. Technologies of performance are “utilised from above, as an indirect 

means of regulating agencies, of transforming professionals into what Rose calls 

‘calculating individuals’ within ‘calculable spaces’, subject to particular ‘calculable 

regimes’ (Dean, 1999, p.169). Therefore, the performance of Federation C is governed 

by broader policy changes within ASC and FFA.  

 

Under the leadership section of Federation C’s plan is provision for leadership and 

influence that strengthens football across the State. The objectives to be reached by 

2011 include repositioning the federation as a professionally governed and managed 

high performance sport business serving the football and broader community.  One of 

the leadership priorities will be to independently assess the performance and skill sets 

of the federation’s board through appointing two appropriately qualified directors to 

address skill gaps. Whether the qualified directors identify the gender composition of 

the board as an area that may require restructuring to enhance performance is unknown. 

Gender is likely to remain invisible through the gender neutral discourses used to 

discuss the management practices and strategies of the current board members. 

However, this assessment may identify skill gaps which may bring about a restructuring 

of the board and open up new opportunities for women to be appointed, creating gender 

awareness. 
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I now discuss the strategic plan of Federation D and reflect on how gender inequity and 

women in leadership roles has been made visible and thinkable within the strategic 

planning process of this federation.  

  

4.9 Putting gender on the agenda  

 

The leadership positions of State Federation D are occupied solely by men in executive 

management and board positions (Appendix E, Table 4). The complete absence of 

women may have been one of the driving forces behind the organisation making gender 

more visible through identifying and creating strategies to actively provide 

opportunities for women in management and board roles. One of the strategic 

objectives discussed within Federation D’s strategic plan and implementation strategies 

for the period 2008 to 2010 identifies the need to support and resource the development 

of one unified organisation representing the ‘football family’ within their state. One of 

the key strategies formulated to achieve this objective is to encourage management and 

board career paths for appropriately qualified and skilled women. This has also been 

identified within the priority performance area of governance and management which 

elaborates a set of specific deliverable processes and assessment criteria which are 

linked with a set of expected outcomes over three years from 2008 through to 2010. 

The deliverable process in question states that research is to be undertaken to identify 

and encourage suitable female candidates to nominate for key positions. However, this 

objective has not yet been achieved in 2009 as women predominantly occupy support 

roles. The lack of female appointments may relate to the criteria the federation 

developed to identify potential candidates. I elaborate upon these in Chapter Six 

(section 6.2.3). 

 

More broadly, within the organisation the implementation strategies used to achieve 

gender equity vary from year to year and are outlined in the federation’s strategic plan. 

In 2008, the federation aimed to conduct a state wide survey to identify women 

currently occupying key positions within football and to identify issues raised by survey 

respondents which may affect the intentions and training needs of female candidates. 

However, no results from this survey are available for public review. In 2009, the 

vision of Federation D is to use the information obtained from the surveys to address 

issues that may restrict women from applying for executive management positions and 
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nominating for the board of directors. A specific strategy to increase the number of 

suitable female candidates will be to provide a state supported mentoring program. 

However, how this will be implemented is not stated in the strategic plan. In 2010, the 

federation aims to review the impact of the mentoring program. The assessment criteria 

developed to measure the success of these strategies states that female representation on 

zone and state governance structures is increased to better represent female 

participation which is currently 17%. However, my empirical research revealed that 

there were no women in executive management or in board positions within the State 

governance structures and that the 17% stated in this strategic plan represented women 

in management and board positions within their zone structures. This indicates that 

women administrators are obtaining positions from the grassroots to a zone level but 

are yet to kick a goal at the State level in senior executive management, executive 

management and board positions.  

 

Therefore, Federation D’s policy makes gender visible by explicitly stating that they 

want to encourage management and board career paths for appropriately skilled and 

qualified women, yet it is difficult to assess the outcomes. The discourse around 

appropriately skilled and qualified women has been influenced by the ASC directive 

(refer to section 4.2 of this chapter).There is a need to examine the cultural meaning 

constructed about appropriate, skilled and qualified women in order to understand why 

the structural inclusion of gender equity in the policy has had little effect.  

 

In the following section I discuss Federation E’s strategic plan and reflect on how 

gender inequity and women in leadership roles has not been included in their strategic 

planning process.   

 

4.10 Invisible difference 

 

The strategic plan of Federation E identified six key performance areas. However, my 

research focuses only on the two areas of directorship and professionalisation. The key 

performance area of directorship (board positions) discusses innovative and decisive 

leadership through the desired outcome of best practice governance with quality 

leadership. This would be achieved by board members being committed to furthering 

their professional and ethical standards through a planned training regime of integrated 
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education and information strategies. The measurement tools to further gauge this 

outcome consisted of the implementation of board education and review programs, 

statutory/regulatory compliance audits, succession plans, and code of conduct 

compliance. Within the desired outcomes women’s role on the board was not identified 

and gender equity was not mentioned. The invisibility of gender difference was also 

reflected in the composition of the board (six men) and executive management (four 

men) (Appendix E, Table 5).   

  

The performance area of professionalisation recognises the value of the personnel and 

structures at club/zone and state levels to provide stakeholders with optimal benefits 

from the proper and professional management of the delivery of the business of 

football. Quality management and leadership will be achieved by developing an 

appropriate corporate structure that comprehensively addresses the current and future 

needs of football within the state. The success of this outcome would be reflected in the 

employment and retention of professional/qualified senior management, appropriately 

skilled/trained general staff, and the development of a corporate line chart. Gender 

neutral discourses used to discuss leadership give no indication that the federation 

acknowledges or identifies that the problem of gender equity exists within their 

executive management and board positions. 

 

By drawing on Foucault’s analytics of government which examines the conditions 

under which ‘regimes of practice’ come into being, are maintained and are transformed 

(Dean, 1999, p.21). Federation E’s strategic planning does not identify that the problem 

of gender equity exists and therefore no strategies have been put in place to rectify this 

situation. Therefore, the governance practices and male-dominated culture within 

Federation E are not being challenged or transformed to create leadership opportunities 

for women.  

 

In summary the strategic planning process of the five federations are influenced by 

policies developed by the ASC and the national body of football in Australia. The ASC, 

through their policies, have been governing at a distance via the regulated autonomy of 

the governed (Rose, 1996), with a particular focus on the technologies of performance. 

For example, the ASC sports governance principles have advocated strengthening 

governance structures and processes that support good leadership and decision making 
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(ASC, 2002a). Therefore, NSOs and SSOs are ‘governed’ by these imperatives and are 

subject to increasing levels of performance scrutiny, particularly in achieving the 

outcomes expected from government funding (ASC, 2002a). For example, the ASC 

eligibility criteria for the recognition of NSOs states that organisations formally commit 

to a governance structure that is consistent with the ASC’s governance principles of 

best practice. However, technologies of performance is also governed by the FFA and 

the State football federations would have been provided with guidance and 

recommendations from the ASC but have been left to govern their own conduct in 

relation to strategic and policy formulation and implementation that link gender equity 

to opportunities for women in leadership roles.  

 

4.11 Concluding remarks  

  

My primary aim in this chapter was to examine how policy changes within ASC and 

football in Australia have shaped sport leadership for women through policy 

formulation and implementation. I drew on Foucault’s concept of governmentality 

(1994) as it was useful for understanding how certain ideas within sport policy are 

taken up in the pursuit of particular outcomes. For example, Foucault (1994) used 

governmentality to describe the regulation of individual lives, which included 

procedures, analyses and reflections, calculations and tactics that allow for the exercise 

of power through the governing of others. By drawing on Foucault’s work on 

governmentality my research has identified how the ASC governs the ‘conduct of 

NSOs’ in terms of organisational policies and priorities for sport development and 

management. NSOs in turn, ‘self govern’ through their strategic plans and operational 

policies that guide and shape their organisational culture and management practices.  

 

I identified the policies and reports that have made the issue of women in leadership 

and gender inequity in sport visible and thinkable (Table two). I provided a historical 

picture of the changing governance and professionalisation of NSOs and a critical 

analysis of the ASC National Sporting Organisations Governance Principles of Best 

Practice. I then reflected on the Crawford Report which has been the pivotal external 

policy that has shaped the governance and constitutional changes of football. I also 

identified how ASC policies inform and shape policies developed by FFA such as the 

member protection policy and national football development plan which has influenced 
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and governed the way women in leadership and gender equity is made visible as an 

issue. 

 

The second half of the chapter explored the strategic plans of five (5) football 

federations in Eastern Australia and critically examined how they addressed women in 

leadership and gender equity. I arranged the federations in order of how they 

constructed gender awareness within their strategic plans, from the most inclusive to 

the least inclusive. My findings identified that State Federation A has been pro-active in 

creating opportunities for women in leadership roles and was the most gender inclusive 

federation in this research. Federation B has begun to make incremental changes within 

the management and governance roles through appointing a woman on the board and 

employing a woman in an executive management position. Similarly, the senior 

executive manager in Federation C has acknowledged the importance of creating 

gender awareness both at the executive management and board level through actively 

using his professional networks and creating change by employing a woman as an 

executive manager and instigating an independent review of the board that may open up 

opportunities for women to be appointed to the board. Federation D’s strategic policy 

makes gender visible by explicitly stating that they want to encourage management and 

board career paths for appropriately skilled and qualified women, but at the time of this 

research no women have been appointed to these positions. However, Federation E 

does not acknowledge that the problem of gender equity exists and therefore no 

strategies have been put in place to rectify this situation. The blindness to gender 

difference within this federation may be hindering opportunities for women to obtain 

specific management positions.  

 

A key finding within this chapter is that the strategic planning process of the five 

federations has been governed by broader policy changes within ASC and FFA. For 

example, Federation A and C’s strategic planning process has been based on the 

structure of FFA’s national football development plan. Additionally, Federation D’s 

strategic policy makes gender visible by explicitly stating that they want to encourage 

management and board career paths for appropriately skilled and qualified women. The 

discourse around appropriately skilled and qualified women has been influenced by the 

ASC directives.  
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I also argued that Bacchi’s (1999) approach to policy analysis could be applied to 

develop new ways to critically think about and address gender equity within the 

Australian sport system as a policy community. Therefore, the ASC, the National and 

State bodies of football could use policy as an instrument for change in relation to how 

gender is made thinkable within the governance structure of their organisations opening 

up opportunities for women to obtain leadership roles. 
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Chapter Five 

The discursive construction of gender equity and women in leadership within the 

State federations’ strategic plans 

 

5.0 Introduction  

 

In Chapter Four I identified how the strategic plans of the five (5) football federations 

on the East Coast of Australia have been governed by the directives from the ASC and 

FFA whilst critically analysing how their strategic plans addressed women in leadership 

and gender equity. The primary aim of this chapter is to explore, through multi-case 

studies, how organisational members from the five football federations interpreted their 

strategic plans in relation to whether women in leadership and gender equity was an 

issue of importance to their strategic direction. In particular, I focus on how the 

strategic plans of each federation discursively construct gender equity: how women in 

leadership roles are represented in the texts, and the power relations evident in these 

constructions. My analysis assumes that the meaning of policy texts does not have a 

single fixed form as it is interpreted by each reader; individual interpretations of policy 

texts take place in a discursive context (Bacchi, 1999; Kay, 1996). This means that 

when individuals respond to the policy text, they interpret it through a complex array of 

existing organisational values, attitudes and beliefs. This is particularly relevant to my 

research as a key element of the cultural power of sport is its significance as a site for 

the re/production of male identities (Messner, 1998). As such, football remains fiercely 

masculine and strongly resistant to the entry of women in leadership roles (Acker, 

1990, 1992, 1994; Williams, 2003). Consequently, the institutions that regulate and 

organise sport, internationally, nationally and regionally have remained strongly 

masculine organisations (Shaw, 2006; Shaw & Hoeber, 2003) despite policies and 

promises to facilitate and encourage female participation in all areas of sport including 

leadership.  

 

In this chapter I focus on how power/knowledge works through particular rationalities 

in the football federations’ governance through Foucault’s technologies of performance 

(1991a, 1991c). That is, the technical means for limiting the moral and political 

objectives of governing conduct to the optimisation of performance (Dean, 1999). For 

example, the setting of performance indicators by organisations and the corporatisation 
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and privatisation of formerly public services are technologies of performance. Dean 

(1999) states that these technologies of performance are “utilised from above, as an 

indirect means of regulating agencies, of transforming professionals into what Rose 

calls ‘calculating individuals’ within ‘calculable spaces’, subject to particular 

‘calculable regimes’ (Dean, 1999, p.169). By applying Foucault’s conceptualisation of 

technologies of performance (Dean, 1999) I am able to explore the effects of the ASC’s 

influence over SSOs through the promotion of a corporate governance model. These 

technologies of performance are enacted by the ASC to regulate and transform sport 

organisations with the aim of improving the effectiveness and the efficiency of their 

governance structure.  

 

Therefore, by examining the strategic plans and governance structure of the federations 

I am able to identify their organisational values and how gender equity has been made 

thinkable within these values. By drawing on Larena Hoeber’s (2007) work on gender 

equity as an organisational value it has provided me with an important departure point 

from which to consider the cultural and structural conditions constituting and regulating 

gender equity and women’s leadership opportunities in football. Hoeber (2007) argues 

that gendered assumptions are embedded within organisational cultures in areas 

including organisational values (Acker, 1990; Alvesson & Due Billing, 1997). They are 

powerful because they reinforce guidelines and delineate boundaries about what is 

normal or expected in the sport organisation (Alvesson & Due Billing, 1997).  

 

I present my findings and analysis through two themes. The first theme considers how 

the economic imperatives of three federations (except Federation C and A) have been 

prioritised as an important strategic priority to the neglect of gender equity and 

promoting women in leadership. The second theme focuses on the strategic 

construction of gendered leadership and identifies the gendered explanations and 

discourses that organisational members used to discuss whether gender equity was an 

issue of importance to their strategic direction. I also focus on how gender inequity has 

been constructed as an organisational risk to consider how the ASC, the National body 

and the State federations (except Federation D) ‘calculate’ organisational priorities 

relating to women’s leadership.  
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5.1 Economic imperatives: The invisibility/visibility of gender in organisational 

performance 

 

Initially, when I began interviewing participants, I was surprised to hear how dominant 

the discourse of financial viability was in relation to the strategic thinking of four 

federations. In particular, Federations B, D and E stated that they had financial 

problems and were close to insolvency before the recommendations came out in the 

Crawford Report. A driving force behind the focus on financial viability was the 

findings from the Crawford Report (ASC, 2003) that identified the imperative to 

address severe financial problems in Australian football. For example, the members’ 

equity of Football Australia was a negative $2.6 million at 30 June 2002. In the 

submissions made to the Crawford Report many of the constituent bodies (Federations) 

of Football Australia identified similar problems such as poor financial management 

and lack of accountability within the sport. Therefore, situating the respondents’ 

comments about the economic imperative to improve financial performance highlights 

the significant role of the policies such as National Sporting Organisations Governance: 

Principles of Best Practice (ASC, 2002a) that govern the behaviour, focus and strategic 

financial thinking in the football federations. This overt focus on financial viability 

tended to override any concern about gender equity and women in leadership roles. 

 

As my analysis developed I identified how Federations B, D and E had focused 

primarily on the financial viability of their federations through governance changes and 

the day to day operations of their organisations since the release of the Crawford 

Report. In contrast, Federation C focused on how the Crawford Report (2003) helped 

them to develop effective governance systems, but they did not openly discuss with me 

if they had experienced financial difficulties. Federation A’s focus was different to the 

other four federations as they prioritised both financial viability and encouraging 

diversity to support women in leadership within the performance of their organisation.  

 

I begin my analysis by exploring comments made by participants from Federations E, D 

and B in relation to my question regarding how the administration and management of 

football within their States had changed since the Crawford Report. Executive manager, 

Little Al, from Federation E, reflected on the financial turnover that has been generated 
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as a result of the recommendations from the Crawford Report in relation to the financial 

viability of Federation E. Little Al stated: 

   

I started in 1992. The turnover was about $200,000. It is now $4.5 million, 

so we have grown both in participation and staff members. We have also 

focused on making our federation a viable business. We only had two full 

time staff in 1992. We now have got 10 or 11 full time staff. There has been 

fairly big growth here in this State. In 1996 we had 900 women players. In 

2007 I think it is the first year we got over 10,000 players. However, looking 

at the women who work here they are all in supportive executive roles 

within the organisation. It was not planned that way either, it just worked 

out that way.  

 

 

Little Al discussed how Federation E has focused on the economic viability of business 

which was reflected in the strategic focus on the growth of women playing football and 

the increase in staff numbers. However, women were ‘sidelined’ in support roles with 

little or no direct input into the management of the federation. Therefore, the male-

dominated culture remained unchanged and women have had to ‘fit into’ the existing 

governance structure. This also became evident when senior executive manager, Brett, 

from Federation E reflected that the gendered management structured had not changed 

since the recommendations from the Crawford Report. The administration and 

management of football within his State had evolved from an organisational focus on 

running football competitions to a business entity that recognised the importance of 

developing numerous financial opportunities as a result of the Crawford report. Brett 

remarked:  

 

We facilitate football in this State. What we have done over the years is try 

and lessen the burden on people involved in the game, such as looking at 

different income streams so that money does not just simply come from 

players. Off the top of my head when I arrived in 1990 the players’ 

registration was something like 55% of the income. It is now between 25% 

to 28% of the income that has come about by running the federation as a 

business, a good business. If you run it purely as football you would not 

survive, you would go broke so it is a matter of finding that happy medium 

between business and football, which is just on the business side… because 

if you run it on the football side you will go broke. You just can not put all 

your money into football, you need to be smart. The management structure 

has changed so much. Back when I started there was me, I had one full time 

clerical and somebody came in half a day a week to try and look after the 

money. We employed 70 people last year (2007), part timers, full timers, 

that is how big the industry has got. 
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Within Federation E there were no women in leadership roles, and as Brett suggested, 

Federation E has focused more on commercial activities that have provided an 

alternative income revenue source and not on changing the culture of Federation E to 

address gender equity. This had resulted in the organisation being financially viable and 

turning over a substantial profit. This increased professionalism in sport means that 

football federations are now engaged in a wider variety of revenue raising and 

commercial activities, the establishment of contracts with suppliers, sponsors and 

merchandisers (Hoye & Cuskelly, 2007). Professionalisation has shaped the way senior 

executive managers and board members interpreted their strategic plans through 

economic discourses linked to successful organisational performance.  

 

When I interviewed participants from Federation D about the governance and financial 

changes that had occurred as a result of the recommendations from the Crawford 

Report I was surprised how they openly discussed the financial difficulties their 

federation had faced since this information was not publicly available. The board’s 

strategic focus had purely been on taking Federation D from near insolvency to now 

operating as a financially viable business. Although board member, Monty, articulated 

three areas of concern that the federation had concentrated on through the development 

of strategies and policies, women in leadership were not been identified as important to 

the economic growth of Federation D. Monty commented that financial instability had 

resulted from poor financial management and lack of strategic accountability within the 

sport. Monty reflected: 

 

About a year before the amalgamation we realised that the company was 

going to go broke, so we simply paired the organisational structure 

(management) down to nothing, so at one stage there was the previous CEO 

and his PA and that was the totality of the office. Since that time financially 

we have done very capably. We manage our money well, we have strong 

balance sheets, so we can never get into that position again.  I set myself 

three goals when I took over as president of the board. One was to make 

sure the company is financially viable in four years time and we have done 

that. The second was to create harmonious relationships… between all of 

the people inside the game and we have been relatively successful in that. 

The third thing was to make the game a game for everybody and that is 

going fine at the grassroots level. 

 



136 

 

Additionally, senior executive manager, Matt, from Federation D also spoke about the 

financial difficulties that the federation faced and how they have turned their business 

into a financially viable organisation. Matt explained:  

 

Effectively four years ago, the company was a basket case. We don’t use the 

word insolvent because you go to jail if you knowingly trade whilst 

insolvent, but we were as close to that as you could possibly get. We had a 

staff of a CEO and a receptionist at that point, we had our technical people 

but from an administrative perspective we had two staff members which 

have grown into considerably more than that now. We now turn over a 

substantial profit and have developed financial strategies to achieve this 

outcome. 

 

Matt stated how Federation D developed financial strategies to create a profitable 

business and that the number of administrators had grown. However, the 

professionalisation and governance reform within Federation D did not open up 

opportunities for women in key leadership roles. This became apparent when 

researching the composition of executive managers within this federation where there 

were no women. It, therefore, remained primarily a masculine domain. My argument 

here is that Federations D’s gendered leadership composition may contribute to a 

strategic direction that ignores women’s potential leadership contributions 

(Claringbould & Knoppers, 2007, 2008).  

 

Due to the small size of this federation there were only three executive managers (men), 

and no women were on the board. However, the gender composition of the operational 

staff comprised five women, four men and three casuals who were women. As Shaw 

and Hoeber (2003) point out, despite the increasing numbers of women participating in 

sport and in sport management positions within the UK over the past 30 years, men still 

remain dominant in senior roles, indicating a level of gender inequity within sport 

management. It is often assumed within sport organisations that women are ‘well 

matched’ for lower level management roles, where-as men are more suited to senior 

management roles. Shaw and Hoeber (2003) argue that senior management roles were 

heavily dominated by discourses of masculinity that are linked to men and are highly 

valued within sport organisations. They found that discourses of masculinity that are 

associated with senior managers and their positions were assigned greater value than 

positions associated with women and the discursive construction of femininity in 

‘supporting roles’. Indeed my findings support this argument as women held the day to 
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day operational roles such as competitions co-ordinator, registration co-ordinator and 

programs services co-ordinator, but there were no women in executive management and 

board positions.  

 

This was also apparent in Federation E where women held only operational roles and 

no women were on the board or in executive management positions. However, within 

Federation A there were two women on the board, one woman as the senior executive 

manager and no women in executive management positions. In Federation B there was 

one woman on the board and no women in senior or executive management positions. 

In Federation C there were no women on the board, one woman as an executive 

manager and no women in senior executive management positions. Even though 

women were successful in obtaining leadership roles in Federations B and C, my 

research identified that the majority of women held day to day operational roles.  

 

When discussing how the financial administration and management of football within 

Federation B had changed since the Crawford Report members of Federation B stated 

that their strategic policy formulation and implementation focused on profitability and 

financial viability. Senior executive manager, Paul, from Federation B, commented that 

since the amalgamation and the Crawford Report, Federation B has become a versatile 

business. Paul reflected: 

 

We probably now have become more and more of a multi-faceted business. 

Whereas predominantly putting teams on football fields was probably at the 

core of what was done, whilst that still has an important role to play, there is 

also the management of this very large asset that we have here and 

maintaining that and generating revenue streams from that. 

 

 

Paul’s comments highlighted how the language of the corporate world now pervades 

the operational focus of the Federation that has become multi dimensional in relation to 

focusing on both the economic and participation levels in order to maintain a viable 

business entity. The professionalisation and governance reform within Federation B did 

not open up opportunities for women in key leadership roles. This became apparent 

when researching the gender composition of executive managers and board members 

within this federation where there were no women in executive management roles and 

one woman on the board. Similarly, board member, Anne, articulated how the 
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Crawford Report recommendations aligned with the commercial focus of Federation B. 

Anne explained: 

 

I think the Crawford Report has a lot of good ideas. We are very 

commercial. We are a business. We are building a new State headquarters 

worth 32 million dollars and bought another building that is worth 9 million. 

We are running it as a business to make profits and to give something back 

to the footballers. I certainly have not seen anything about women in 

leadership in any strategic or operational plans. There are a lot of different 

things going on within the federation mainly focusing on participation levels 

and the financial aspects of running a business.  

 

The economic performance of Federation B shaped what and how they managed and 

governed through strategic and operational policies and plans. This is reflected in the 

way senior executive managers and board members focused on the construction of a 

new State office and running football as a profitable business. This focus on running the 

sport as a profitable business relates to the broader changes in sport management and 

governance of sport organisations both nationally and internationally. Hoye et al’s. 

(2009) research suggests that sport organisations around the world have gone through 

four phases (kitchen table, commercial, bureaucratic and corporate) of commercial and 

financial development over the last fifty years. I argue that Federations B, D and E are 

in the fourth phase of corporatisation, where they have embraced the business model by 

focusing on the business imperatives of profitability and financial viability which has 

resulted in the changing organisational structures in football, the gendered nature of 

knowledge production and the way it maintains and reinforces the power relationships 

between women and men (Fletcher, 1999). Therefore, I argue that gender hierarchies 

and distinctions are made to appear normal, which in turn furthers the interests of men 

in leadership roles. Women in leadership and gender inequity have remained invisible 

within this changing organisational culture and structure which has resulted in a 

normalised male-dominated culture.  

 

In contrast, Federation C focused on how the Crawford Report (ASC, 2003) helped 

them to develop effective governance systems, but there was no mention of any 

financial difficulties. Federation C’s strategic emphasis was on continual viability and 

valuing their performance through corporate governance practices. Senior executive 

manager, Brett, from Federation C remarked:  
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The Crawford Report has given the sport an opportunity to have a State 

body that is representative of all the stakeholder groups not just for females, 

but juniors, coaches, referees, futsal and country regions which were all left 

out of the decision making processes before. It has given the sport the 

opportunity to have a corporate governance structure that represents the 

whole sport and that flows on to gender issues as well so that is what it has 

done. If you have a flawed corporate governance system it is near 

impossible to have a good management system and good outcomes, you 

can’t deliver it strategically no matter how well you write a strategic plan or 

develop a policy, if you don’t have good corporate governance then you 

don’t go anywhere.  

 

  

Similarly, board member, Simon, from Federation C, reflected on the governance 

changes that had occurred due to the Crawford Report. He stated:  

 

The structural change in the sport that came through the Crawford Report 

and the advice through the constitutional change has been integral to the 

sport governing the whole of sport which incorporates women more I think.  

    

Both Brett and Simon acknowledged that the Crawford Report had changed the 

strategic thinking of their federation. They now have a ‘whole of sport approach’ to all 

stakeholders and governance reforms, whilst continually working on the financial 

viability of their federation. Although they have identified women in leadership as an 

area that needs addressing they have not acted on it as part of their strategic planning 

process. However, senior executive Simon acknowledged the importance of having 

woman in key leadership roles within Federation C which is slowly changing the 

culture and corporate governance structure within his organisation. Simon reflected: 

 

When I was appointed as the senior executive manager there wasn’t a 

female on the executive management team and now I have employed one 

woman out of six executives. It has been beneficial to our organisation to 

have that female input at the executive level.  

 

Simon is pushing for change within the leadership roles of Federation C which flags the 

changing culture of this organisation. It is in a transition from a purely masculine to a 

more diverse culture. However, these changes take time and require Simon to re-

educate current executive managers and board members in relation to the financial and 

cultural benefits of working towards a diverse workforce.   
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Drawing on Michelle White and Joyce Kay’s (2006) research I want to examine more 

closely the increasing professionalisation of football in Australia and the effects of 

changing sport governance processes and management cultures that shape women’s 

leadership opportunities in Australia. White and Kay’s (2006) work is unique in the fact 

that they have identified positive changes for women in sport leadership due to the 

professionalisation of sport in Britain where they found that over the last two decades, 

significant gains have been made by some women reaching high-level administration 

positions in sport organisations. They argue that the negative predictions of decreasing 

opportunities for women within the professionalisation of sport administration were 

largely unfounded. Despite predictions that professionalisation of sport bodies would be 

detrimental to women obtaining positions of influence in sports governance, it seems 

that the opposite may be true. The growth of professional sport has meant the 

introduction of written job specifications and criteria which should enable women to 

compete on a more level playing field and eliminate the worst excesses of masculine 

hegemony. Their preliminary findings indicate that women have, in fact, been 

appointed in increasing numbers to senior jobs in sport governance in Britain.  

 

However, my research in Australia indicates the increasing professionalisation of sport 

and football has not resulted in such positive changes for women in sport leadership 

roles. The number of women on National Sporting Organisations’ (NSOs) boards is 

low, with a national average of one woman to seven men on boards in 2005. Consistent 

with this is the low number of women in executive positions, where women hold only 

13% of executive officer positions in the top 40 funded NSOs (Commonwealth of 

Australia, 2006). Similarly, Ross-Smith and Colleen Chesterman’s (2009) research 

which is based on an Australian-wide study of the experiences of women and men in 

senior business management, found that many women expressed reticence or reserve in 

seeking a more senior level appointment and ambivalence at being pulled in opposite 

directions when taking on leadership roles. For example, the tensions between women’s 

gender identity and the organisational factors which shape their ‘managerial’ identity 

from women’s experiences within the higher education sector and the private sector. 

Women in the private sector revealed that the conflicts between highly demanding and 

enjoyable work and the demands of family life were often the way ambivalence was 

discussed in this study. Ross-Smith and Chesterman’s (2009) research suggested that 

women in executive roles are judged, as are all workers against a norm or average that 
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continues to favour men. This normative division rarely offers the linguistic and 

structural space in which it is possible to think and work in diverse ways. In the case of 

Australian football the discursive space for addressing gender and leadership was 

dominated by economic imperatives.  

 

The common finding across Federations B, D, E is that the amalgamation was a key 

moment in transforming the federations into viable business entities and that the 

economic imperative has been the priority of these three federations. 

 

In contrast, I identified that members of Federation C articulated how the Crawford 

Report (ASC, 2003) helped them to develop effective governance systems, and that 

their strategic emphasis was on continual viability and valuing their performance 

through corporate governance practices. Yet the narrow focus on financial viability and 

profitability across Federations B, C, D and E misses the potential economic benefits 

that women in leadership roles can contribute (Australian Human Rights Commission, 

2011, 2013; ASX, 2010).  

 

Multiple economic imperatives and discourses of financial performance operate in the 

broader corporate world, but these were not yet evident in these sport organisations. For 

example, from a corporate business perspective the ASX has recognised that business 

imperatives and an increase in women in leadership roles can complement each other 

(Discussed in Chapter One). My analysis revealed that women were not part of the 

calculation of success or organisational performance of federations B, C, D and E. I 

argue that the football federations have primarily focused on their economic success 

and financial viability which has governed the way senior executive managers and 

board members formulated, implemented and interpreted their strategic plans in relation 

to gender equity and women in leadership. This focus on financial success had resulted 

in gender equity not being perceived as an organisational value.  

 

Hence, I argue that the existing male-dominated culture of Federation B, C, D and E is 

evidence of homologous reproduction (Kanter, 1977). Kanter’s (1977) work identifies 

how homologous reproduction stems from managers’ uncertainty in their work 

environment and their subsequent tendency to create “exclusive management circles 

closed to outsiders” (Kanter 1977, p.48). Therefore, the masculine leadership structure 
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within Federation B, E, D and C strived to create predictable environments in which 

they rely on socially similar others and they reproduce themselves. Therefore, the 

culture of Federation B, C, D and E is reproducing itself as a business that privileges 

masculine notions of performance.  

 

Conversely, this practice becomes a structural barrier that prevents the advancement of 

women in many roles and reproduces male hegemony when men are over represented 

in an organisation or occupation, which is the case within Federation’s B, C, D and E 

(Kanter, 1977). My argument here is that federations B, C, D and E’s gendered 

leadership composition may contribute to a strategic direction that ignores women’s 

potential leadership contributions (Claringbould & Knoppers, 2007, 2008). I argue that 

the economic imperatives of Federation B, D and E have been narrowly conceived 

without attention being paid to women and their leadership capabilities. Ironically, 

federations B, D and E could benefit from having an increase in women as part of their 

sport and business development. However, senior executive manager, Simon, from 

Federation C, is pushing for change within the leadership roles of the organisation as he 

appointed a woman as a senior executive officer and stated that it had been beneficial to 

the organisation. I canvass that this flags a changing culture within Federation C that is 

in a transition from a purely masculine to a more diverse culture.  

 

In contrast, when I asked participants from Federation A how the administration, 

management and financial focus of football within their State had changed since the 

Crawford Report, they differed from the four other federations in that they have 

combined the importance of gender equity and the financial viability of their 

organisation to enable women in leadership roles. Board member Louise, from 

Federation A, remarked:   

 

I know that we have taken the business from near insolvent to now having 

substantial money in the bank. I think it has been an educational process for 

the board. But being someone that has a sports administration as well as a 

law background for me sport is a business so I am working with people who 

don’t always have that understanding but it has sort of been an awakening 

and now that they understand that this Federation has to be run as a 

business, as soon as they made that transition it is kind of like yes, yes, and 

that is the way our finances are now run and we have well and truly traded 

out of that.  
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Louise used the metaphor of ‘awakening’ to describe how the board has changed its 

focus to run as a business entity. Federation A has been focused on building the 

financial stability of their business whilst also identifying gender equity and women in 

leadership as part of their business focus. Through an analysis of Federation A’s 

strategic plans in Chapter Four I have positioned Federation A as a gender inclusive 

organisation and it has been pro-active in creating opportunities for women in executive 

management and board roles (Chapter Four Section 5.1). This is reflected in the 

composition of their board, which has more women than the other federations; there are 

two women and four men (Appendix One, Table 1). This gender inclusive approach has 

been significantly shaped by having women exercise leadership through key decision 

making positions. The federation has actively promoted gender equity within their 

management, board structure and policy formulation and implementation. This became 

evident when I asked board member Jack, how the culture and board structure of 

Federation A had changed since the amalgamation. Jack stated: 

 

We are much more inclusive and I think the change in the personalities in 

management with the new woman senior executive manager coming on 

board and two women being appointed to the board, we just have a much 

professional view and transparent way in which we operate. This means that 

we are more inclusive, we are more tolerant and we are much more aware of 

equity and access issues.  

 

Additionally, board member Jack, being an accountant, related to the important focus 

on the economic imperatives of the federation in addition to recognising gender equity 

as an important part of this business focus. Jack recalled: 

 

When I came onto the new amalgamated board I said to the board members 

at the time, we are running a business, that business happens to be football, 

but it is a business nevertheless and if we don’t run it like a business and 

make it profitable and build up some money we can’t go on and do all the 

wonderful things we have the vision of because you need money, and so 

eventually that message got through. But I think having women on the board 

gives you another view of things and they bring a different skill set just by 

their gender. I think women on our board have provided valuable input to 

the organisation and have made a good contribution. I think it is important 

to have women on our board especially now that we are representing a much 

broader range, we have got women’s football; girls and boys; men’s; that we 

should actually reflect that sort of make up in the board structure as well. 
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Louise and Jack have come from business backgrounds. This has shaped the powerful 

discourse of financial performance within Federation A’s strategic planning and the 

board members who now focus on running an economically viable organisation. The 

corporate governance approach by Federation A reflects how the board is dealing with 

issues of policy formulation and implementation and direction for the enhancement of 

organisational performance (Tricker, 1984). This financial focus shapes the 

organisational, cultural, and management practices within Federation A.  Gender was 

thought about primarily in terms of growth through increasing participation numbers 

within the women’s competition. Jack explained: 

 

From a purely financial point of view, getting more girls in the game and 

women into the game that is where we can grow the game. I think in the 

latest strategic plan that should be coming back from the print we talk about 

wanting to grow the game and I think that in one of the sections there is to 

grow the women’s game more because it has the most potential for growth.  

 

Jack articulated that growing the women’s game was one way to ensure successful 

financial performance within Federation A and identified how women’s football was an 

untapped revenue source. I argue that although Jack and Louise focused on building the 

financial stability of their business they also identified gender equity and women in 

leadership as an important organisational value.  

 

This theme explored how changing forms of knowledge on sport governance are linked 

to the professionalisation of football in the Australian context. Additionally, the sport 

governance literature and the focus of the State federations are on the governance, 

management and financial performance of football in Australia. My analysis revealed 

that women were not part of the calculation of success or organisational performance of 

Federations B, C, D and E which resulted in the invisibility of gender equity. However, 

the senior executive managers from Federation A acknowledged the importance of 

having women in key leadership roles and had appointed a woman as an executive 

manager. This reflects the changing culture of this organisation. It is in a transition from 

a purely masculine to a more diverse culture. Federation A was an exception as they 

combined the importance of gender equity, women in leadership and the financial 

viability of their organisation in relation to working towards a gender inclusive 

governance structure. This finding highlights the important role of values such as 
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specific discourses about inclusiveness and diversity embedded in Federation A’s 

culture and strategic focus that has shaped their organisational performance of working 

towards organisational diversity.  

 

5.2 Gender Suppression in the strategic construction of gendered leadership  

 

The second theme in my analysis identified the way women in leadership have been 

thought about as an organisational issue in the strategic planning and focus of 

Federations A, B, C , D and E. The three sub-themes that I identified through the 

participants responses included ‘gender equity is not a priority’, ‘from gender 

suppression to organisational diversity’ and ‘gender inequity as an organisational risk.’ 

The focus of all federations was on growing the newly amalgamated organisations 

through being accountable for their financial success. This accountability is a form of 

government rationality (Foucault, 1981b, 1991c, 1994) which is concerned with the 

ways in which various types of knowledge – including financial knowledge- are used to 

rationalise particular ways of governing. For example, in this theme I explore how 

power works through particular rationalities in sport management that inform key 

constructs such as risk, economic imperatives and policy formulation in relation to 

gender equity and women in leadership. Within my first sub-theme I identified that the 

vast majority of participants from Federations B, C, D and E articulated how gender 

equity and women in leadership had not been identified within their strategic plans. My 

analysis extends Shaw’s (2006a) work that examined gender suppression within 

regional sport trusts (RSTs) in New Zealand and suggests that while researchers 

increasingly focus on how gender is articulated, there is also a need to examine gender 

suppression, or how gender is deliberately not expressed in organisations. Shaw (2006a, 

2006b) argues, gender relations within organisations are a reflection of historical 

societal discourses and that individuals influenced by these discourses play a large and 

active role in maintaining gender relations that reinforce the status quo.  

 

Furthermore, individuals may do little to challenge taken for granted assumptions 

which influence, and are influenced by, organisational understandings of gender. In the 

second sub-theme I identified how Federation A moves beyond gender suppression in 

relation to the gendered explanations and discourses which organisational members 

used to discuss whether women in leadership and gender equity were important to their 
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organisational strategic direction. In the last sub-theme I explore how gender inequity is 

made thinkable or visible through discourses mobilised by the ASC, the National body 

and the State federations’ policies about ‘risk’. 

 

5.2.1 Gender equity is not a priority  

 

My analysis begins by exploring comments made by participants from Federations B, 

C, D and E in relation to my question regarding how gender equity and women in 

leadership had been identified and prioritised within their strategic planning process. I 

focus on each federation separately as they tell a slightly different story about gender 

suppression in each organisation. I begin by discussing how only one senior executive 

manager from Federation E spoke of how the problem of gender equity and the lack of 

women in leadership was not an issue within his federation. When I arrived at 

Federation E to begin my interviews I was shown into the board room to wait for the 

senior executive manager. As I sat in the boardroom I glanced around at all the trophies 

and pictures of past teams and federation members which predominantly focused on 

men’s sporting achievements and men in leadership roles. I began the interview by 

asking Brett if there were women in leadership roles within Federation E. Brett 

remarked:  

   

Look at that picture on the wall that is the State soccer league and they ran 

football in this State in 1928, do you see any females in there? No, and it 

answers the question doesn’t it. Things have not changed much in the 

management structure of football in this State. 

 

The declaration that the management and leadership of football had not changed since 

1928 was a telling comment about the male-dominated culture and the invisibility of 

gender equity within Federation E. My research identified that within the structure and 

composition of Federation E’s executive management and board positions there were 

no women in leadership roles. Women as a ‘gender’ were simply absent from the roles 

and the organisation’s thinking about leadership. Since the amalgamation of the men’s 

and women’s football associations within Federation E, the women have become part 

of a new sporting body, who have not recognised them within the governance or 

leadership roles of the new federation, with limited formal policy frameworks and 

governance practices that promote gender equity and women in leadership.  
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Continuing the story, Brett spoke about how the problem of gender inequity did not 

exist within his federation. Therefore, women in leadership had not been thought about 

in the strategic planning and focus of Federation E. Brett commented:  

  

We have a section in our strategic plan about leadership. But it says for 

everybody and that is the difference. As I said once when we integrated 15 

years ago, no 12 years ago 1995/96, that has been the policy, it just does not 

make any difference, everyone gets treated equally. We do not have a 

gender equity issue here because people are treated as people, footballers are 

treated like footballers, and board members are treated as board members. 

That is the way it is. 

 

Brett described how the lack of women in leadership was not a problem through the 

notion of ‘sameness’. Brett’s lack of recognition of the inequities women face had 

resulted in no policies or strategies being put in place to improve opportunities for 

women in leadership roles. This is an example of gender suppression (Shaw, 2006a). 

Shaw (2006a) points out executive directors and other top administrators in NSOs, most 

of whom are men, claimed their organisations were already gender equitable, denied the 

existence of gender inequities, or suggested that it was irrelevant to them. As Kay 

(1996) argues, the meaning of policy does not have a single fixed form as it is 

interpreted by each reader; individual interpretations of policy texts take place in 

context. This means that when individuals such as Brett respond to the policy text, they 

read it already equipped with a complex array of existing values, attitudes and beliefs in 

relation to gender equity. Therefore, the tendency of conservative organisations such as 

Federation E is to reproduce their own image (masculinity-as-culture), which results in 

entrenched resistance to change (Talbot, 2002).  

 

The notion of ‘equal treatment’ ignores inequities that may exist and avoids having to 

address the ‘messiness’ of acknowledging gender relations and broader issues of 

diversity (Ely & Meyerson, 2000a). Therefore, the male-dominated culture is left 

unchallenged which may be hindering opportunities for women to obtain leadership 

roles (Claringbould & Knoppers, 2007, 2008). Brett’s perception that ‘everyone gets 

treated equally’ represents men’s normalising of masculinity without being conscious 

of doing so (Gherardi & Poggio, 2001; Kanter, 1977). I argue that the existing male-

dominated culture of Federation E is evidence of homologous reproduction (Kanter, 
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1977). Therefore, the culture of Federation E is reproducing itself, as a business and 

male-dominated culture. They, therefore, tended to be unreflexive, that is, they were not 

aware of the ways their sense making was gendered and /or did not consider gender to 

be an issue (Reskin 2000; Ridgeway & Correll, 2000). That is, if they believe they are 

not engaged in gendered management practices that inform the structure of the 

federation’s executive management and board positions, they can honestly deny acting 

in a gendered way, even if others see or experience them doing so. In this male-

dominated culture those in upper management positions had greater input into the 

formal decision making processes. 

 

My findings are supported by Shaw and Penney’s (2003) research into the development 

and implementation of gender equity policies in national governing bodies in British 

sport. When amalgamation occurred within one of the national governing bodies it 

resulted in women not being appointed to senior professional management roles, with 

all seven paid, professional, senior manager positions being held by men. This is unlike 

other sporting bodies that have recognised the importance of gender equity and the role 

women play within the governance of their sports. For example, Hockey Australia 

stated that its constitution provides that no one gender shall constitute less than 35 per 

cent of the board’s elected membership. In addition to the formal constitutional 

requirements, Hockey Australia has taken these principles of gender equity into its 

policies and practices. Therefore, all operating committees or commissions of Hockey 

Australia achieve this gender balance (Commonwealth of Australia, 2006). However, 

when the State federations of football in Australia amalgamated their focus was on the 

governance structure and financial viability of their sport with gender equity not being 

perceived as important to the success or organisational performance of the newly 

formed federations.  

 

In contrast, Federation D’s strategic policy planning makes gender visible by explicitly 

stating they want to encourage management and board career paths for appropriately 

skilled and qualified women through specific strategies that they are implementing 

(Chapter Four, section 4.9). However, this objective is then contradicted by board 

members, Monty and Wally, who articulated how women in leadership was not an 

important issue within the strategic planning of Federation D. Monty’s comments 
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highlight how organisational gender suppression (Shaw, 2006a) is evident within 

Federation D. He commented:   

 

I think we did this in our strategic planning about twelve months ago… we 

did a strategic planning day and one of the typical questions you ask people 

is to write down the three most important things facing our organisation 

over the next five years and I don’t think a bigger role for women in the 

organisation or even in the game would have been in the first ten.  

 

Monty’s comments highlighted the fact that Federation D did not perceive the lack of 

women in leadership roles as an important area of strategic planning. Board members of 

Federation D are exercising agenda-setting power (Rao, Stuart, & Kelleher, 1999) as 

they are able to establish informal boundaries around acceptable and unacceptable 

topics of discussion. For example, denying that gender inequities exist within their 

management and board structures permitted the board members from Federation D 

(who were men) to effectively remove the topic from agendas, thus eliminating any 

possibility of directing attention to women in leadership roles within their federation. If 

issues are not considered to be problematic by board members it is unlikely that they 

will be openly and frequently discussed. This is an example of how power works 

through particular rationalities in the board meetings of Federation D that inform key 

constructs such as policy formulation in relation to gender equity and women in 

leadership. This is reflected in Wally’s comment that having women in leadership roles 

was not a priority within Federation D and that several other issues are more important. 

Wally remarked:  

 

A woman director, when it comes down to the good running and the 

governance of the game, is basically not a priority and it is very hard to 

make it a priority. Again the problem is getting it to be a priority…with an 

organisation like we have… to give that priority something has to be 

dropped and at present with us just growing with getting everything under 

way we just can’t put women in leadership as a top priority as we would 

have to drop something else like our focus on participation numbers… we 

are a growing new organisation and we have had so many growing pains, so 

we have many other priorities.  

 

My analysis of Federation D’s strategic planning process reflects how board members, 

Monty and Wally, are reinforcing the existing culture and structures resulting in 

minimal opportunities for women to obtain key leadership roles. Therefore, the 

gendered discourses of organisational development and strategies are interpreted within 
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a male-dominated culture where gender equity is invisible within this federation. The 

gap between the identification of gender equity and the implementation of gender 

equity strategies and policies is a key finding within this federation. Therefore, I argue 

that there is a disjuncture between the development of gender equity policies and the 

ways in which gender relations are expressed and played out in Federation D (Acker, 

2000). This highlights the tension between the written strategic plans of Federation D 

that state women in leadership is a key area that requires improvement and the culture 

of the federation where individuals are doing  little to challenge taken for granted 

assumptions which influence, and are influenced by, organisational understandings of 

gendered leadership. I argue that Federation D’s focus on growing the new organisation 

through being accountable for the financial success of the organisation is an example of 

government rationality (Foucault, 1981b, 1991c, 1994) where certain types of 

knowledge are used to rationalise particular governmental practices. Therefore, board 

members in Federation D are using their knowledge and positions to influence what 

governance practices and organisational values are prioritised. The aim of these 

technologies of performance (Dean, 1999) implemented by Federation D is to maximise 

and optimise performance with little or no regard for gender equity.  

 

Within Federation B, senior executive manager, Charles, and board member, Anne, 

articulated that Federation B’s strategic plan has not identified or developed programs 

to improve opportunities for women in leadership. It is interesting to note that Anne 

perceived that it was important to have women in these roles whereas Charles was not 

concerned with developing policies to enhance opportunities for women in leadership 

roles. Senior executive manager, Charles, remarked:   

   

Well, not so much working on leadership roles for women…there definitely 

will not be a policy or quotas put in place to say that we are going to have 

three women on the board, it does not work like that.  

 

Charles’ comment that a quota system would not be implemented within his federation 

to advance women into leadership roles reflects the tension within the Australian 

sporting industry surrounding quota systems to increase the representation of women in 

leadership. Currently the ASC (Commonwealth of Australia, 2006) is reluctant to 

mandate gender requirements through the imposition of quotas or targets in relation to 

the proportion of women on boards and in management roles. In the About Time report 
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(Commonwealth of Australia, 2006) a number of strategies had been proposed through 

submissions from sporting bodies to improve women’s management opportunities. The 

report also highlights the conundrum ASC faces within a neo-liberal sporting system. 

On the one hand, the government encourages individual organisational choice. On the 

other hand, through different forms of governance they encourage organisations to 

conform to the norms of the sporting system to improve women’s executive 

management and board positions. One specific strategy included quotas that may be 

imposed as a condition of government funding for sport organisations. However, there 

were opposing views about the imposition of quotas arising from the argument that the 

best person selected for the job, whether male or female, should be appointed 

(Commonwealth of Australia, 2006). However, I argue what is not taken into account 

about the idea of the ‘best person for the job’ is the implicitly masculine norm that 

underpins ideas about women in leadership and their organisational capabilities.  

 

Additionally, board member, Anne, had not read anything in the strategic plan that 

addressed improving opportunities for women in leadership roles. Anne reflected: 

 

I have not seen anything written in the strategic plan. However, women do 

hold quite responsible positions within the management structure of the 

federation. But no, I certainly have not seen anything about women in 

leadership in any strategic or operational plans. But we should develop a 

policy.   

 

Anne’s statement that Federation B has already employed women within their 

management structure may be one of the reasons women in leadership has not been 

addressed as an issue within the strategic planning of Federation B. However, these 

women are largely in supporting roles to the executive managers as Federation B had 

only two women in key leadership roles, one woman in an executive management 

position and one woman on the board (Shaw & Hoeber, 2003). The challenge and 

tensions in this federation were reflected in the way that senior executive manager, 

Charles, constructed women in leadership as not an issue, whereas board member, 

Anne, perceived women in leadership as potentially an area to address within the 

strategic planning of Federation B. The key point my analysis identified within 

Federation B is that there seemed to be a lack of understanding of the potential benefits 

of appointing women in leadership roles which may enhance the strategic direction of 

this organisation. I argue that gender suppression (Shaw, 2006a) within Federation B is 
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reproduced when appointing men in key leadership roles and within the strategic 

planning process but this is when change is possible. For example, Anne argues that 

women in leadership is an area that needs to be addressed within the management 

structure of Federation B.   

 

In Federation C, having women in leadership had been addressed in the area of 

organisational capability within their strategic plan. From the operational perspective of 

Federation C, senior executive manager, Greg, suggested that the strategic plan had 

been developed around three key areas. Greg commented: 

 

I suppose the three things that came out of the strategic plan we have tried to 

address are organisational capability, the capability of the organisation 

itself; the pathways and facilities there; the three key areas that the plan is 

there to address. So, organisational capabilities encompass leadership and 

management areas.   

  

Greg suggested that organisational capabilities include leadership and management but 

there were no clear strategies about how Federation C would implement strategies to 

improve opportunities for women in leadership roles or redesign positions to reflect the 

changing attitudes and culture of Federation C. Greg’s comment highlighted the 

implicitly masculine norm that underpins these ideas about leadership and 

organisational capabilities. Therefore, re/producing sport knowledge and power 

(Foucault, 1977a, 1977b, 1977c, 1980a, 1980b) in the everyday action of strategic 

planning in their federation which governed the way women in leadership and gender 

equity was produced through policy discourses. Consequently, gender does not figure 

into the federation’s thinking about their capabilities.  

 

From a board perspective, within Federation C, Simon articulated the lack of 

importance and awareness placed on gender equity and women in leadership roles 

within their strategic planning. Simon stated: 

 

We went through the strategic policy line by line. Why we didn’t specify 

gender equity strategies? I don’t know why we didn’t. We didn’t specify 

juniors, young people, people with disabilities, we didn’t specify women, 

and we didn’t specify men either. Part of the strategic plan is having an elite 

men’s summer competition which is semi-professional and then we have a 

women’s competition which is across the State which is amateur. I think the 

strategic plan puts that participation pathway there.  
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Simon’s board has only focused on gender largely in terms of the participation 

pathways developed for the women’s and men’s competitions. Hence, it has not taken 

into account the complex issue of gender and how Federation C may approach equity 

issues in governing their own conduct through strategic planning. Simon also suggested 

that the board did not identify any affirmative action for any particular group and that 

women were not specifically identified within their strategic plans. The discursive 

parameters established through Federation C’s strategic plan emphasise the growth of 

the sport with little regard to gender and women’s leadership capabilities.  

 

Within this sub-theme I have identified the gendered explanations and discourses that 

organisational members used to discuss whether women in leadership and gender 

equity were issues of importance to their organisational strategic direction. The 

common finding across Federations B, C, D and E, is that having women in leadership 

was not a key issue. Therefore, little had been done in their strategic plans to work 

towards gender equity and enhancing opportunities for women in these roles. The focus 

on the professionalisation of each federation through technologies of performance, such 

as the setting of performance indicators and their financial viability, governed the way 

senior executive managers and board members interpreted their strategic plans with 

little regard for gender. This resulted in women not being part of the calculation of 

success or organisational performance of the federations. My analysis identified how 

Federation’s B, C, D and E’s male-dominated culture was normalised and gendered in 

relation to how women and men in leadership roles interpreted policies and 

organisational practices. I argue that the conservative understandings of gender equity 

and policy formulation and implementation within the four federations are unitary and 

shared, with little effort made to promote leadership change (Fletcher, 1999). My 

findings suggest that there is a need to examine gender suppression, or how gender is 

deliberately not expressed within Federations B, C, D and E. This may challenge the 

current thinking within the four federations in relation to the positives of developing 

gender equity policies and create an inclusive culture in relation to women in 

leadership. 
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5.2.2 From gender suppression to organisational inclusiveness  

 

I now discuss how Federation A was the most inclusive in relation to the gendered 

explanations and discourses that organisational members used to discuss whether 

women in leadership and gender equity was an issue of importance to their 

organisational strategic direction. My research identified how men in key leadership 

roles within this federation had also successfully worked with women in senior 

executive and board roles. Board member, Jack, from Federation A, explained:  

 

I think I have got a really good working relationship with the senior 

executive woman manager. The two women on the board, firstly Vanessa I 

developed that relationship pretty quickly and she was always looking for 

what was the best thing for the game overall and that was pretty self evident 

right from the start, so I didn’t have an issue building a relationship with 

her. The second board member, Louise, has been here for about twelve 

months and she has been a real find for the board largely around the fact that 

she is a lawyer and she has just had so much experience in the field and 

working in sport and she has been a really good sounding board when we 

need legal advice and that has been great. 

 

 

Additionally, Federation A’s senior executive management and board members had 

made gender equity visible through specific discourses about inclusiveness and 

“diversity” used throughout their strategic plan. Therefore, gender equity in leadership 

was incorporated into the organisational values and was part of their calculation of 

performance (Hoeber, 2007) which also included financial viability and diversity. 

However, women are not specifically mentioned in the leadership initiatives of the 

strategic plan, gender equity is made visible through the diversity discourses in the plan 

that discussed the values and commitments of the organisation through three key areas. 

These three areas are identified as equity of access, inclusivity, and valuing the 

individual (as discussed in Chapter 4, section 4.6). Curiously, Louise and Vanessa, 

board members of Federation A, articulated that their strategic plan had not identified 

women in leadership as a key priority and that no Key Performance Indicators (KPIs) 

had been developed to enhance women in leadership. Louise commented: 

 

We have had two strategic planning days. When I first joined the board we 

did one and we have just had another sort of review and refocus putting 

together of our vision and what we want to do. But it seemed to be more on 
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a broader context. I don’t think we have actually identified any affirmative 

action for either minority groups or for particular genders. 

 

Louise articulated how the board was focusing on the broader issues within the 

federation and that women in leadership was not perceived as a key area that required 

attention. This may have been due to the fact that the board had two women and the 

senior executive manager was a woman (Appendix E, Table 1). Similarly, Vanessa 

suggested that since the amalgamation, the federation’s strategic plans have not 

identified any strategies to improve opportunities for women to obtain leadership roles. 

However, if their senior executive or two board members (women) leave, Vanessa 

acknowledged that they would need to be pro-active by developing a formal policy or a 

strategy to ensure that gender equality is maintained and achieved within the leadership 

roles of Federation A. Vanessa reflected: 

 

No, that is not saying that we shouldn’t develop strategies on women in 

leadership, it is an area that requires attention. For example, if our senior 

executive manager or the two women on the board leave we are left with 

men in key leadership roles. I think by having a female senior executive 

manager and two women on the board it looks like we have addressed 

strategies for women in leadership but we haven’t.  

 

The contradiction between Louise and Vanessa’s comments related to Vanessa 

perceiving that Federation A needed to develop strategies for women in leadership, 

while Louise stated it was not a key area that required attention. Therefore, as Vanessa 

suggested it looks like Federation A has addressed strategies for women in leadership 

because they have two women on the board and one senior executive manager but in 

reality they had not. The conundrum faced by Federation A is that they have had greater 

success in having women in key leadership roles than the other four federations despite 

having no explicit gender strategy.  

 

However, Federation A was clearly an inclusive culture which had been developed 

throughout the amalgamation process where women had been included on the new 

board and the federation had employed a woman as their CEO to lead them through the 

amalgamation, and to assist in the development of organisational values, such as 

valuing diversity and respect. This became evident when senior executive manager, 

TM, suggested that the focus of the strategic plan was on organisational values which 

implicitly includes working towards gender equity. This focus had shaped opportunities 
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for women in leadership roles within the board and management structure whilst 

addressing the changing culture of Federation A. TM explained: 

 

We don’t specifically have strategies in place to improve opportunities for 

women in leadership roles but one thing we are doing is in the values. We 

value the diversity, we value diversity and respect in an inclusive 

organisation.  

 

TM’s comments represent the shift away from a bureaucratic-technocratic mode of 

managing organisational performance to a more values driven organisational and 

strategic focus. This means that issues of a more social, subjective and involving nature 

are increasingly seen as crucial to the strategic direction of the federation (Alvesson & 

Due Billing, 1997). My analysis identified that Federation A’s approach to changing 

gender relations in the workplace revolves around management and social practices that 

value diversity and inclusiveness. Hence, their focus is not on individual women and 

men, or on organisational structures, but rather on the social practices constructing 

gender and organisational culture (Gherardi, 1994, 1995).  My findings draw upon, and 

extend, Julia Nentwich’s (2006) research to consider the dilemmas which are central for 

changing gender relations in the workplace. She draws upon poststructuralism and 

social constructionist, or ‘doing gender’ approaches in what she calls the post-equity or 

deconstructive feminist approach (Guerrina 2001; Meyerson & Kolb, 2000). Here, 

gender is seen as organised through social practices. For instance, organisations are 

interpreted as gendered and patterned through discourse. Gender is the organising 

principle that shapes social structure, identities, power and knowledge, and is no longer 

something individuals ‘have’ but rather is something performed. My analysis identified 

how Federation A is drawing upon the interpretive repertoires and discourses such as 

‘valuing diversity’, to deconstruct and construct issues relating to gender equity and 

women in leadership This provided them with a basis for making strategic decisions in 

the process of change towards equality. For example, Federation A’s strategic plan 

discussed the values and commitments of the organisation through three key areas that 

make gender equity visible. These three areas are identified as equity of access, 

inclusivity, and valuing the individual.  

 

Within this sub-theme I have identified the gendered explanations and discourses that 

organisational members from Federation A used to discuss whether women in 
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leadership and gender equity were issues of importance to their organisational strategic 

direction. Whilst members of Federation A articulated that having women in leadership 

roles was a key issue, and, in fact, had women in key leadership positions, they had no 

formal strategies or KPI’s developed in their strategic plan to work towards maintaining 

or creating opportunities for women in leadership. However, senior executive managers 

and board members of Federation A had made gender visible through specific 

discourses and values about inclusiveness and diversity embedded in their 

organisational culture which they included throughout their strategic plan. 

Consequently, gender equity in leadership was incorporated into the organisational 

values (Hoeber, 2007) of Federation A that also included financial viability and 

diversity. This is a key finding in my analysis as Federation A was the only federation 

to acknowledge how their business success and having women in leadership roles 

complemented each other. This finding is significant as it may provide executive 

managers from the other four federations with an example of how top management 

support (Cox, 2001; Gilbert & Ivancevich, 2000) from within Federation A had led the 

charge for diversity efforts, creating a workplace where diversity is valued and that 

capitalises on the benefits differences can bring.  

 

5.2.3 Gender inequity as an organisational risk  

 

 

Within this sub- theme I explore how gender inequity is made thinkable or visible 

through discourses mobilised by the ASC, the National body and the State federations’ 

policies about ‘risk’. When asking the participants about gender inequity, they 

constructed gender inequity as a risk issue in relation to their protection orientation 

policies. Although this sub-theme is smaller than my preceding sub-themes it is 

significant in terms of how Federations A, B, C and E approach strategic thinking, as 

gender inequity is viewed as a risk issue. Federation D was not included within this 

theme as gender equity had not been identified as a key area within their strategic plans 

and their member protection policy was not discussed at the interviews.  

 

I begin by exploring the ASC policies on gender equity and women in leadership. I then 

reflect on the National body’s member protection policy and how participants 

(executive managers, executive support and board members) across the four federations 

(Federation A, B, C and E) articulated how gender was addressed through their member 
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protection policies. I present my findings and analysis beginning with Federation A as 

they incorporated their organisational values such as identifying the importance of 

inclusiveness, diversity and their Member Protection policy to address gender equity. 

The other three federations, B, C and E only used the Member Protection Policy to 

address gender equity.  

 

The ASC has developed protection orientation policies such as the Member Protection 

Policy which was developed to assist sport organisations in writing up their own sport-

specific member protection policy and is focused on addressing issues of harassment, 

discrimination, child protection, codes of behaviour, and organisational responsibilities. 

As part of the eligibility criteria for the recognition of national sport organisations, the 

national body of football in Australia must have an operable and current policy on 

harassment and member protection which is consistent with the ASC’s member 

protection policy. This power/knowledge relationship between the ASC and the 

National football federation governs the conduct of football through the legal 

imperatives aimed at reducing risk. Consequently, the ASC is governing the 

performance (Foucault, 1982) of the National football federation by stating that NSOs 

must have a current policy on harassment and member protection as part of the 

eligibility criteria set down by the ASC. As Dean (1990, p.172) points out, 

“increasingly, government seeks not to govern society per se, but to promote individual 

and institutional conduct that is consistent with government objectives.”  

 

The requirement to develop a member protection policy at the national level has 

resulted in FFA making it compulsory for the state federations to have a current policy 

on harassment and member protection as part of the eligibility criteria to be affiliated 

with FFA. The discourses about risk management with the ASC, the national body and 

state federation policies conceive of gender as a potentially negative attribute and hence 

their policies do not deal with promoting women’s capacity in management areas. This 

became evident in my analysis when board member, Louise, from Federation A, spoke 

about the importance of developing a member protection policy. Louise commented: 

  

We have got a member protection policy which is compulsory for all State 

sporting organisations which relates to codes of conduct, organisational and 

individual responsibilities, harassment and child protection.  
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Louise stated that the member protection policy is compulsory for all State sport 

organisations and is shaped by the professional thinking of the ASC and the National 

body of football in Australia. Therefore, Federation A’s member protection policy and 

procedures are focused on addressing harassment, discrimination and child protection. 

These technologies of performance (Dean, 1999) are put in place by the ASC to 

regulate and transform the federations to work towards the legal imperatives aimed at 

reducing risk through protection orientation policies. Louise also articulated how 

gender equity and enhancing opportunities for women in leadership has been 

recognised within Federation A’s strategic plan that discussed the values and 

commitments of the organisation through three key areas that make gender equity 

visible. These three areas are identified as equity of access, inclusivity, and valuing the 

individual (as discussed in Chapter 4, section 4.6).  

 

I now identify how participants across Federations B, C and E rely on their 

organisational and member protection policies to address gender inequity as they 

understand it. When I asked executive manager, Brett, from Federation E, about the 

strategic and operational plans of his federation and whether they had identified any 

gender equity issues or strategies relating to women in leadership roles, he commented: 

 

If there is any discrimination it would be to the female part of the game, the 

girls on the ground competing in the game not in management or on the 

board level.  

 

 

Brett was more focused on discrimination issues women may face when participating 

and playing football. As there were no women in leadership roles within Federation E 

Brett perceived women in leadership roles within Federation E faced no discrimination. 

An alternative interpretation became evident in Federation C where executive support 

staff member, Chloe, had constructed the meaning of gender equity in terms of 

‘problems’ relating to specific behaviours (e.g. ‘sexual harassment’) which required 

‘codes of conduct.’ Chloe explained:   

  

I have got a gender equity policy on my drafts. I have about 35 draft 

policies, everything from codes of conduct, sexual harassment to cultural 

acceptance, all those sorts of things. What we want to do is basically give 

our staff a pack… so we have been starting to work through some of those 
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drafts, everything that would be considered important to running a smooth 

organisation in any industry whether it is sport or not.   

 

Similarly, Jessica, the risk manager and member protection executive officer who 

develops policies and guidelines within Federation B did not see the importance of 

creating a gender equity policy in relation to management and the day to day operations 

of her federation. Jessica commented:  

   

Probably not, because I have never seen evidence of it (gender inequity). 

The need has not arisen…I know that is not the way you are supposed to 

develop policy (laughs) but I guess the need has not arisen for us to develop 

a policy. We do have an FFA policy that relates to sexual harassment and in 

our code of conduct there is already a section there on sexual harassment 

and things like that. I have not developed a policy on gender equity. It is 

more the direction of the company. As an executive manager I have to 

develop a strategic plan for my area and the direction that area is moving. 

There is nothing there gender based either way. It is more about where your 

area is moving and what direction you want to move and what programs you 

want to put in place. 

 

 

This statement suggests that Jessica constructs gender equity in relation to obvious 

problems that create organisational ‘risks’ (discrimination). This has resulted in gender 

becoming invisible within the federation’s policies and strategic plans that deal with 

leadership and diversity and is therefore seen as ‘not a problem.’ Jessica’s strategic 

planning is required to complement the direction of the company which is focused on 

increasing participation numbers and the economic viability of the organisation. Hence, 

management practices are focused on the performance of the federation which may 

prevent Jessica identifying the risks of not employing more women in leadership which 

may help challenge and change the gendered culture of Federation B.  

 

Within this sub-theme I have explored how the ASC, the National body and the State 

federations are governing gender through risk policies and strategies. The prevention 

and intervention strategies recommended in the policy documents from the ASC and 

the State federations’ are an example of what Dean identifies as ‘technologies of risk’ 

or ‘the new prudentialism’ (1999, p.166). These are common technologies of liberal 

government in which “responsibilities for risk minimisation become a feature of the 

choices that are made by individuals, households and communities as consumers, 

clients and users of services” (1999, p.166). The prevention and intervention strategies 
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in the policy texts under examination position the ASC and the State football 

federations as bodies who must take responsibility for minimising risk associated with 

the legal and moral responsibilities of sport organisations. This extends to ‘protecting’ 

individuals from harm by engaging in recommended behaviours, such as developing 

and implementing policies that address harassment, discrimination and child protection. 

However, the absence of gender equity and enhancing opportunities for women in 

leadership has not been recognised as an organisational risk area that requires policy 

development within Federations B, C and E. Therefore, I argue risk discourses are 

important to identify as currently gender inequity is narrowly constructed as 

problematic in ways that relate to harassment of women.  

 

In light of Foucault’s work on technologies of performance (1991a, 1991c) it is evident 

that the ASC is directing NSOs and SSOs to adopt a corporate board governance model 

to improve governance performance and to assist sport organisations in writing up their 

own sport-specific member protection policy. These technologies of performance are 

put in place by the ASC to regulate and transform sport organisations to work towards 

improving the effectiveness and the efficiency of their governance structure. The ASC 

(1999a, p. 13) notes that “the Commission must set policy direction and coordinate 

delivery mechanisms to ensure achievement of [government] outcomes.” For example, 

the increase in government funding for Australian sport in recent years has enabled 

NSOs to expand programs and services for their members (Sport 2000 Task Force, 

1999). However, increased expectations of accountability by the government for the use 

of taxpayer funds have accompanied these funding initiatives. Part of these increased 

accountability requirements has been an expectation that NSOs will engage in efforts to 

improve their effectiveness and the efficiency of the governance of their organisations 

(Sport 2000 Task Force, 1999). ‘Modernisation’ programs as a political rationality of 

government (technology of performance) have emerged as ways in which governments 

have sought to shape and sculpt the management, administration, policy formulation 

and implementation in relation to protection orientation policy and economic risk which 

has resulted in gender equity being constructed as problematic or irrelevant.   

 

The two key findings within this sub-theme are that the rationalities of risk contributed 

to gender suppression in terms of gendered leadership positions. Federations B, C and E 

perceived risk as problematic with gender equity being positioned within and framed by 
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their risk discourses. This shaped how the three federations thought about the positives 

of developing gender equity policies and creating an inclusive culture in relation to 

women in leadership. The other ‘risk’ is that the federations are missing out on 

women’s contribution to their organisational performance. However, Federation A 

incorporated their organisational values of inclusiveness, diversity and their Member 

Protection policy to address gender equity which was part of their calculation of 

organisational performance. 

  

5.3 Concluding remarks   

  

The primary aim of this chapter was to explore, through multi-case studies, how 

organisational members from the five football federations interpreted their strategic 

direction in relation to whether women in leadership and gender equity were an issue of 

importance to their organisation. In particular, I focused on how the strategic plans of 

each federation discursively constructed gender equity: how women in leadership roles 

were represented in the texts, and the power relations evident in these constructions. I 

presented my findings and analysis through two themes identified across the federations 

that illustrated how gender had been shaped within policy formulation. The first theme 

‘economic imperatives: the invisibility of gender in financial performance’ explored 

how changing forms of knowledge on sport governance are linked to the 

professionalisation of football in the Australian context. The focus of the State 

federations was on the governance, management and financial performance of football 

in Australia. My analysis revealed that women were not part of the calculation of 

success or organisational performance of Federations B, C, D and E. The economic 

focus of Federations B, C, D and E were shaped by the recommendations from the 

Crawford Report (ASC, 2003) such as the setting of performance indicators, 

accountability, transparency, the governance reforms and professionalisation of football 

which are all forms of government rationality and technologies of performance. This 

focus on financial success had resulted in gender equity not being perceived as an 

organisational value. Therefore, the significance of my findings is that the economic 

imperatives of Federations B, C, D and E have been narrowly conceived without 

attention being paid to women. I argue that Federations B, C, D and E could benefit 

from having an increase in women as part of their sport and business development. 

Federation A was an exception as they combined the importance of gender equity, 
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women in leadership and the financial viability of their organisation with working 

towards a gender inclusive governance structure which was part of their calculation of 

performance. I argue that Federation A’s cultural focus and values on gender equity, 

leadership and economic imperatives is a blueprint for the other four federations to 

adopt in working towards a cultural diverse organisational cultural.   

 

Foucault’s technologies of performance (1991a, 1991c) and Hoeber’s (2007) work on 

studying gender equity as an organisational value provided a space to think about how 

certain technologies of performance, such as the federations’ acknowledging and 

setting KPI’s that recognised and prioritised the importance of gender equity and 

financial viability, as important organisational values, may challenge the existing 

culture and structure of the federations. Hoeber’s (2007) work provided me with an 

important departure point from which to consider the cultural and structural conditions 

constituting and regulating gender equity and women’s leadership opportunities in 

football. 

 

The second theme in my analysis ‘gender suppression in the strategic construction of 

gendered leadership’ identified the way women in leadership have been thought about 

as an organisational issue in the strategic planning and focus within Federations A, B, C 

,D and E through three key sub-themes. My findings extend Shaw’s (2006a) work that 

examined gender suppression within regional sport trusts (RSTs) in New Zealand and 

suggests that while researchers increasingly focus on how gender is articulated, there is 

also a need to examine gender suppression, or how gender is deliberately not expressed 

within the state federations’.  

 

Within my first sub-theme entitled ‘gender equity is not a priority issue’, I identified the 

gendered explanations and discourses that organisational members used to discuss 

whether women in leadership and gender equity were issues of importance to their 

organisational strategic direction. The common finding across Federations C, B, D and 

E is that having women in leadership was not a key issue. Therefore, little had been 

done in their strategic plans to work towards gender equity and enhancing opportunities 

for women in these roles. The focus on the professionalisation of each federation 

through the technologies of performance such as the setting of performance indicators 

and their financial viability, governed the way senior executive managers and board 
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members interpreted their strategic plans. This resulted in women not being part of the 

calculation of success or organisational performance of the federations. My analysis 

identified how the male-dominated culture within Federations B, C, D and E’s was 

normalised and gendered in relation to how women and men in leadership roles 

interpreted policies and organisational practices. I argued that the conservative 

understandings of gender equity and policy formulation and implementation within the 

four federations are unitary and shared, with little effort made to promote leadership 

change (Fletcher, 1999).  

 

In the second sub-theme, entitled ‘from gender suppression to organisational 

inclusiveness’ I identified how Federation A had moved beyond gender suppression 

through the gendered explanations and discourses that organisational members used to 

discuss whether women in leadership and gender equity were issues of importance to 

their organisational strategic direction. Whilst members of Federation A articulated that 

having women in leadership roles was a key issue, and in fact had women in key 

leadership positions, they had no formal strategies or KPI’s developed in their strategic 

plan to work towards maintaining or creating opportunities for women in leadership. 

However, senior executive managers and board members of Federation A had made 

gender visible through specific discourses and values about inclusiveness and diversity 

as embedded in their organisational culture which they included throughout their 

strategic plan. Consequently, gender equity in leadership was incorporated into the 

organisational values (Hoeber, 2007) of Federation A that also included financial 

viability and diversity. This is a key finding in my analysis as Federation A was the 

only federation to acknowledge how their business success and having women in 

leadership roles complemented each other. This finding is significant as it may provide 

executive managers from the other four federations with an example of how top 

management support (Gilbert & Ivancevich, 2000) from within Federation A had led 

the charge for diversity efforts, creating a workplace where diversity is valued and that 

capitalises on the benefits differences can bring.  

 

In the final sub- theme, ‘gender inequity as an organisational risk’ I explored how 

gender inequity was made thinkable or visible through discourses mobilised by the 

ASC, the National body and the State federation policies about ‘risk’. When asking the 

participants about gender inequity, they problematised gender inequity as a risk issue 
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within their protection orientation policies. Although this sub-theme was smaller it is a 

relevant part of my research as the approach of Federations A, B,C and E to strategic 

thinking is influenced by the way they problematised risk. The two key findings within 

this sub-theme are that the rationalities of risk contributed to gender suppression in 

terms of gendered leadership positions. Federations B, C and E perceived risk as 

problematic with gender equity being positioned within, and framed by, their risk 

discourses. This shaped how the three federations thought about the positives of 

developing gender equity policies and creating an inclusive culture in relation to 

women in leadership. The other ‘risk’ is that the federations are missing out on 

women’s contribution to their organisational performance. However, Federation A 

incorporated their organisational values such as identifying the importance of 

inclusiveness, diversity and their Member Protection policy to address gender equity 

which was part of their calculation of organisational performance.  

 

My findings suggest that there is a need to examine gender suppression, or how gender 

is not expressed within Federations B, C, D and E.  My contribution to research 

represents a theoretical and empirical engagement with Shaw’s work on gender 

suppression (2006a) to further understand gender relations within the State football 

federations. This may challenge the current thinking within the three federations in 

relation to risk discourses being associated with gender, which at the time of my 

research precluded them thinking about the positives of developing gender equity 

policies and creating an inclusive culture in relation to women in leadership. The real 

‘risk’ is that the three federations are missing out on the contribution women can make 

to their organisational performance. 

 

Additionally, I argue that by drawing on the work of Carol Bacchi (1999), who coined 

her policy analysis as ‘What’s the Problem?’, it can be applied to any policy area to 

develop new ways to think about, and address, policy problems. However, for this 

change to occur within the five federations the participants’ construction of women in 

leadership and gender equity is required to be perceived as a policy problem. The gap 

between acknowledging the importance of gender equity and the implementation of 

gender equity strategies and policies is a key finding within this thesis. Therefore, this 

chapter supports the view that there is a disjuncture between the development of gender 

equity policies and the ways in which gender relations are expressed and played out in 
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sport organisations (Acker, 2000). This is supported by the statement that gender equity 

in sport organisations has traditionally been, and arguably, remains a ‘thorny issue’ 

(Hall, 1996; Hall et al., 1989; Hoeber & Frisby, 2001; Staurowsky, 1990, 1996). 

However, the structural and cultural change in business reporting on gender, such as the 

ASX (2010), recognises that business imperatives and an increase in women in 

leadership roles can co-exist. The findings from the ASX (2010) have created a 

discursive space to examine women in leadership in organisational strategies and 

policies that acknowledges gender as an equity business issue. Therefore, for football 

organisations to be competitive, innovative and leaders within the sporting industry 

there needs to be a shift in understanding how business imperatives can incorporate 

support for women in leadership to achieve economic and organisational objectives.  
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CHAPTER SIX 

 

The gendered effects of the amalgamation governing women in leadership 

  

 

6.0 Introduction 

 

The primary aim of this chapter is to explore, through thematic analysis across multi-

case studies, how organisational members from the five football federations articulated 

their perception of the governance and leadership changes that have occurred with the 

amalgamation of football within their respective States. My analysis was developed 

through constant comparison across the federations where I identified similarities and 

differences articulated by members within each federation. I focus on the gendered 

power relationships negotiated during organisational change and how this shaped 

pathways to leadership for women. During the late 1990’s the ASC made it clear to 

single gender sport organisations that it expected them to merge their operations or risk 

losing Commonwealth funding. In 1997 the ASC argued for managerial efficiencies 

associated with NSO and SSO amalgamations. This view was encouraged by the 

Federal government which, via the ASC, posited economic advantages for dual gender 

sports moving to a single, combined organisation (see Chapter One). However, the 

amalgamation initiated by FFA and the State federations had only started in 2003 when 

the Crawford Report (ASC, 2003) extended the ASC agenda. The recommendation 

from the Crawford Report suggested that the women’s and men’s football organisations 

amalgamate and a new corporate governance structure be implemented (Chapter Four, 

section 4.3).   

 

Specifically, I explore how the amalgamation of the separate women’s and men’s 

organisations led to the creation of new governance and management processes. I 

identify how the amalgamation changed the leadership roles on the boards and with 

executive management within the newly formed state football federations. This shift 

towards more professional sport governance was driven by recommendations from the 

Crawford Report and the ASC (ASC, 2003). For example, the Crawford Report 

recommended that a clear separation of the roles of the boards and managements be 

established. Therefore, the role of the board would involve the development of strategy 

and policy and provision of guidance for football within each State federation, whilst 

the responsibility for administration of football including policy implementation and 
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day-to-day operations, should be delegated by the board to the CEO and her/his 

management team (ASC, 2003). The main purpose of this chapter, therefore, is to 

address the following question: How did the changing power/knowledge relations that 

developed within the newly established board and management structure affect 

women’s opportunities for leadership? Kikulis (2000) argues the shift to professional 

governance of NSO’s has been hindered by values that are deeply rooted in its 

traditions. Gender is one dynamic that is deeply embedded in the structure and cultural 

meanings assigned to sport.  

 

I draw on Foucault’s work on governmentality and power/knowledge to help address 

the question above in relation to how the gendered rationalities shaped women’s 

opportunities for leadership in the new amalgamated structure. Following Foucault 

(1981b, 1991c, 1994), government rationality concerns the ways in which various types 

of knowledge- including political knowledge- are used to rationalise particular ways of 

governing. In this chapter I identify the rationalities that the men’s organisation used, 

both political knowledge and their knowledge of leadership and strategic governance to 

govern the amalgamation process which influenced the gendered leadership roles 

within the new organisations (Dean, 1999). In particular, I focus on how the masculine 

leadership rationalities within the five football federations have come to assume 

authority, or are considered to constitute authoritative knowledge in regard to 

appointing and employing women into leadership roles. More importantly, knowledge 

about women in leadership within the organisational practices of the state federations 

cannot really be considered without exploring its link to power. Researching football 

leadership through a Foucauldian (1978, 1980a, 1980b) perspective involves shifting 

the notion that power is something ‘possessed’ by a few individuals or groups. 

Therefore, I explore how gendered power relationships are negotiated by women and 

men in the amalgamation process in relation to the construction of key leadership roles 

within the newly formed federations.  

 

I use Foucault’s focus on rationalities that inform power/knowledge and particular ways 

of governing through a feminist perspective by drawing on Joan Acker’s (1990) theory 

of gendered organisations. I explore the gendered effects of the amalgamation and the 

way it has shaped the thinking, rationalities and conduct of the board and management 

in relation to women’s opportunities for leadership. Acker (1990) identified five 
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processes that reproduce gender in organisations: the division of labour, cultural 

symbols, workplace interactions, individual identities, and organisational logic. The 

latter process, organisational logic, was at the centre of Acker’s (1990) original critique 

of gendered organisations. This chapter seeks to extend Acker’s analysis and critique of 

gendered organisations by investigating how gender is embedded in the organisational 

logic of the newly formed football federations. The concept of organisational logic 

draws attention to how hierarchies are rationalised and legitimised in organisations. It 

encompasses the logical systems of work rules, job descriptions and job evaluations 

that govern bureaucratic organisations. Acker describes organisational logic as the 

taken for granted policies and principles that managers use to exercise legitimate 

control over the workplace. Acker identified organisational logic as a source of gender 

inequality even though it appears gender neutral on the surface. Acker (1990, p.154) 

suggested: 

 

Rational-technical, ostensibly gender neutral, control systems are built upon 

and conceal a gender substructure…in which men’s bodies fill abstract jobs. 

Use of such abstract systems continually reproduces the underlying gender 

assumptions and the subordinated or excluded place of women.  

 

For example, organisations supposedly use logical principles to develop job 

descriptions. However, Acker (1990, 1992) argues that managers often draw on gender 

stereotypes when undertaking these tasks, privileging qualities associated with men and 

masculinity that then become embedded in organisational hierarchies. Through 

organisational logic, therefore, gender discourses become normalised in organisations, 

and gender inequalities limit women’s leadership opportunities. Consequently, the 

normalisation (Foucault, 1978) of gendered social practices and inequities relating to 

leadership positions within organisations perpetuate injustices making change difficult.    

 

However, Acker’s approach has been critiqued for being too essentialist, in that it 

renders all organisations as ‘inherently gendered’: they are “defined, conceptualised, 

and structured in terms of a distinction between masculinity and femininity, and ... will 

thus inevitably reproduce gendered differences” (Britton, 2000, pp. 419, 421–3). In my 

view, the criticism is justified. There is a sense in Acker’s work that organisations are 

essentially patriarchal and immutable. Yet this limitation has not prevented scholars 

(Alvesson & Due Billing, 1997; Due Billing, 2011; Knoppers, 2011; Leonard, 2002; 

Tienari, 2000) from using her five dimensions as empirical tools, even if they depart 
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from the theoretical idea that organisations that exhibit gendered patterns are male or 

masculine in some essential, inherent manner. I argue that when Acker’s five 

dimensions are used as empirical tools these dimensions might, in fact, point to 

variations in the extent to which, and the ways in which, different organisations are 

gendered. My contribution to research draws on Acker’s (1990, 1992) organisational 

logic to identify the extent to which, and the ways in which, different State federations 

are gendered within the amalgamation process.  

 

By examining the organisational and leadership changes within the State federations as 

a result of the amalgamation, I am able to identify how their organisational values and 

notions of gender equity have been made thinkable through discourses about leadership 

and governance. I argue that amalgamations represent a particularly well-defined arena 

for the reproduction of gender segregation (Acker, 1992, 1994). Segregation, according 

to gender, refers to the distribution of men and women over different tasks and 

positions in particular, social units at particular times, and to the production and 

reproduction of this distribution (Acker, 1992, 1994). 

 

I present my findings and analysis through two themes. The first theme, ‘the struggle 

for women’s voices in amalgamation’ examines the gendered effects of the 

amalgamation process. I consider how women’s opportunities for leadership had been 

constructed within these governance changes. In this theme I explore how power works 

through particular gendered rationalities within football in relation to the amalgamation 

and changing governance processes that shaped women’s opportunities for leadership 

in the new organisational structure. I identify the interconnectedness of how the 

structure and culture of sport organisations shaped opportunities for women in 

leadership within Federations A, B, C, D and E. For the purpose of my research the 

structure of the state federations encompass formal practices and processes through 

which governance occurs, within the board and executive management roles (Acker, 

1990, 1992, 1998). The culture of the state federations includes the ways of thinking 

and doing gender within the newly formed federations. Therefore, the organisational 

logic of the federations encompasses the logical systems of work rules, job descriptions 

and job evaluations that govern the state federations (Acker, 1990, 1992, 1998).  
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The second theme, ‘gendered construction of leadership’ examines participants’ 

explanations of why there were minimal women in leadership roles in the post-

amalgamation period. I explore the discourses operating that shaped how men and 

women within Federation B, C, D and E constructed the reasons why there are limited 

women in leadership roles within the board composition of the newly amalgamated 

federations. The three sub-themes that I identified through the participants’ responses 

included ‘natural progression’, ‘democratic process,’ and ‘exceptional woman’. 

 

6.1 The struggle for women’s voices in amalgamation 

 

Initially when I began interviewing participants it was apparent how dominant the issue 

of trust was in discourses about the gendered dynamics of the amalgamation across the 

five federations. As stated in Chapter Two (section 2.2.3), trust is defined as:  

 

The willingness of a party to be vulnerable to the actions of another party 

based on the expectation that the other will perform a particular action 

important to the trustor, irrespective of the ability to monitor or control that 

other party (Mayer, Davis & Schoorman, 1995, p. 712).   

 

In addition to a willingness to be vulnerable, there is relatively widespread agreement 

on a further two conditions required for trust (Gillespie, 2003). It is argued that for trust 

to exist there must also be some degree of risk and interdependence (Zucker, 1986; 

Rousseau & Tijoriwala, 1998, 1999). Risk originates in interpersonal relationships 

when either party is uncertain of how the other will act, while interdependence occurs 

when the needs or interests of one party cannot be achieved without the assistance of 

the other party. In particular, all participants from Federations B, C and E stated that 

they faced major trust issues in the amalgamation process. Federation D differed 

slightly from the other four organisations as they perceived that there was support for 

the amalgamation from the women’s side of the game. The women’s association was 

required to trust the men’s State body in the amalgamation process.  

 

As my analysis developed I identified that Federation A was an exception as they 

anticipated issues relating to trust, money and resentment in the amalgamation process 

and had developed strategies to deal with these issues. The men’s organisation 

recognised the importance of building a relationship of trust with the women’s 
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association and for women to have a voice within the leadership roles of the newly 

formed federation.    

 

I begin my analysis by exploring comments made by participants from Federations A, 

B, C, and E in relation to my question regarding how the administration and 

management of football in their States had changed during and after the amalgamation 

process. When I interviewed senior executive manager, Greg, from Federation C, he 

articulated that trust was central to the discursive context of gender relations shaping 

amalgamation. Greg reflected:  

 

I think in most amalgamations, especially not for profit organisations, it is a 

trust issue and that is where it starts and finishes. The women’s association 

did not trust that their voice would be heard in the changing governance 

processes. It is about building the trust between the parties because there is a 

lot of mistrust in sport.   

 

Trust also became evident when board member, Simon, from Federation C, stated that 

board members within the newly formed organisation are required to have an awareness 

of the importance of providing various pathways and organisational processes that 

facilitated women’s movement onto boards. Simon reflected: 

 

It is important that we continue to strengthen and build trust with our 

stakeholders especially the old women’s association. The next step is 

looking at how we can be better in our decision making and involve more 

women. We need more women to be involved in our decision making 

processes because women’s football is going to continue to grow at an 

exponential rate and we can only do that if we have women involved in 

decision making.   

 

When I started to interview board member, Anne, from Federation B, I glanced around 

her office at the awards she had received for her dedication to football as an 

administrator that dated back to the late 1970’s. As the interview progressed I 

discovered that Anne had been involved at the grassroots club level administration of 

football within this State for thirty four years and held vice-president and president 

roles both in the amateur association and the State football federation (semi-

professional side of football and elite coaching) before being appointed onto the new 

amalgamated board. Anne reflected: 
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I think history, the amateur associations, the women’s clubs, had history 

with the State football federation clubs, and they did not trust them. That 

was the biggest thing, trust. They obviously had been burnt somehow or 

other by them and they just felt they could not trust them. That I felt, was the 

biggest issue. Being the only woman on the board I have faced several 

challenges, especially having a voice in the strategic decisions being made.   

 

 

Anne suggested that trust and decision making capabilities were the dominant issues 

both the women and men faced when amalgamating their federation. An important 

finding here was that Anne was the first and only woman to be appointed to the newly 

amalgamated federation. Anne’s visibility and experience as an administrator played a 

significant role in her being appointment to the board (Lewis & Simpson, 2010; 

Sheridan & Milgate, 2003). I argue that the absence of other women on the board had 

resulted in women having minimal impact on the governance of the federation.  

 

Similarly, Executive manager, Little Al, from Federation E, articulated how the 

amalgamation developed within his State. Little Al commented:  

 

I was actually around when the women amalgamated with the men’s 

organisation in 1998. Before this we were not involved with them, they were 

running women’s soccer, they had their own body. I know that we had 

offered some help on a number of occasions and they were not really 

interested in taking it. They wanted to run the whole show, even after the 

Crawford Report they really struggled with losing their identity and having 

full control over the decisions about women’s football.  

 

Little Al discussed how the women’s organisation lost their identity and control over 

governance decisions, which was reflected in the gendered composition of the 

amalgamated  management and board structure of Federation E where there were no 

women. This is an example of how power works through particular strategic 

rationalities (1981b, 1991c, 1994), in the board meetings of Federation E that informed 

key constructs such as policy formulation in relation to the amalgamation process 

(Acker, 1990). I argue that women in leadership roles were not acknowledged. This is 

an area that required addressing in the amalgamation process within Federation E.   
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When I interviewed board member, Vanessa, from Federation A, she spoke about the 

effect of the amalgamation on women’s participation and leadership roles. Vanessa 

reflected: 

 

Many women were lost certainly to the administration and governance 

levels during that period (amalgamation) of time and so there was definitely 

a lot of anger around about it. Then, of course, the men didn’t want to deal 

with it either and the way it was set up we were coming under their 

organisation, so of course they did not want to relinquish any of their control 

over their organisation either so it was a real exercise of trying to trust the 

men’s organisation. It was a very volatile time. I think that is probably one 

of the downsides that women tend not to put their hand up to be involved as 

much anymore now that it is a joint organisation. As far as the changing 

governance role of the board I think we are a little bit higher level now since 

the Crawford Report and amalgamation in terms of more policy direction 

which I think a board should be as opposed to the hands on. We have a very 

competent CEO who deals with the day to day running of the organisation 

and we are just an advisory group at the top. I think that is how it should be.   

 

 

Vanessa articulated how women’s participation in leadership roles had diminished 

within the new federation. Vanessa also identified the issues of trust and power where 

the men’s organisation did not want to lose control over their decision making capacity. 

Consequently, the women’s association had to trust that the men would include the 

women’s game in the strategic planning of the new federation. Hence, the men’s 

association was exercising power by governing the ‘conduct’ of the women’s 

organisation through holding the majority of leadership positions within the new 

federation, and developing policies and strategic plans that provided direction on 

developing the women’s game (Foucault, 1977a, 1991c, 1994). I argue that the absence 

of written rules and agreements on the process of amalgamation shaped opportunities 

for women in leadership roles. Subsequently, men within Federation A were exercising 

power through institutional practices and norms that governed the way football was 

administered through historically gendered assumptions.  

 

This accountability is a form of government rationality (Foucault, 1981b) which is 

concerned with the ways in which various types of knowledge, such as organisational 

and leadership knowledge are used to construct particular ways of governing within 

Federation A. For example, men in sport organisations may draw upon constructions of 

gender inequities as natural and inevitable as a means of protecting the established 
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order of sport whilst also perceiving women’s sport inferior to men’s (Acker, 1990; 

Hall, Cullen & Slack, 1989; McKay, 1997; Ross-Smith, Kornberger, Anandakumar & 

Chesterman, 2007; Shaw & Hoeber, 2003).  This became evident when board member, 

Jack, from Federation A, described how the trust issues of the amalgamation coalesced 

around money and power.  Jack recalled:  

  

With the amalgamation, when you break it right down, the crux of the issues 

was money and power. We don’t want to give you money and, like that was 

a real issue with the women’s game. At the time, men’s football in our State 

was really poorly run and we were just trying to turn it around and so we 

didn’t have any money. The women had 70 or 80 thousand dollars in the 

bank and they said that is the only reason you want us to amalgamate and so 

in the finish I said, look, keep your money, I don’t want your money if that 

is your biggest concern. You keep it, do whatever you want with it, hand it 

back to your members and that dissipated that argument but they still had 

this thing. There has been a lot of angst in the past because of the vested 

interest things and I think they had quite legitimate concerns that they would 

get the rough end of the deal with men predominantly making the key 

decisions. But all we could do was to say, well look, it was not the members 

of this board that were responsible for that, we can only look forward so 

there was some real entrenched views that had to be overcome so that took 

some work.  

 

Jack acknowledged that the amalgamation resulted in men predominantly making the 

key decisions and developing strategies and policies which emerged out of a strong, 

historically male-dominated culture. The financial assets of the women’s association 

were also a contentious issue where the women did not want the money to be used to 

enhance the organisational performance based on the men’s game at the expense of the 

women’s. Before the amalgamation, the previous men’s association had not interacted 

with the women’s association effectively in relation to governance and leadership 

changes. This resulted in the women having concerns about how the leadership roles 

within the newly formed federation would be structured.  

 

Additionally, the five state women’s organisations faced some degree of uncertainty 

along with interdependence in the amalgamation process (Rousseau & Tijoriwala, 

1998, 1999; Zucker, 1986). The women were uncertain of how the leadership roles 

would be developed within the newly formed federation and whether they would have a 

voice in the decision making. However, they were also interdependent on the men’s 

organisation by the fact that if they did not amalgamate the International Olympic 
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Committee and ASC would not allow them to compete at an international level. This 

became evident when senior executive manager, TM, who was involved within the 

management of the women’s game before the amalgamation occurred in Federation A, 

explained: 

 

In terms of the hierarchically international and national organisations there 

is a policy or guideline that the International Olympic Committee only 

recognises one international federation per sport, they recognise FIFA and 

then FIFA only recognises one national body per sport which is Football 

Federation Australia (FFA). So with that kind of structure in place what 

certain people in FFA were saying was that, well ,the women’s organisation 

has no rights, you have no access to competitions because you are not part 

of FFA which is part of FIFA, so the women’s organisation was becoming a 

lot more beholden to FFA. Then there was the Crawford Report which was 

the independent review into the structure, governance and the management 

of football in Australia (ASC, 2003). One clear recommendation of the 

Crawford Report was that there had to be an amalgamation of the women’s 

and men’s organisations. How the process of amalgamation would occur 

and the trust issues faced between the women’s and men’s organisations in 

relation to leadership roles was unclear.  

 

Therefore, building trust within the process of amalgamation and governance changes is 

an important finding as trust includes a myriad of issues that the women’s associations 

experienced. For example, not having a voice in the decision making process and the 

fear/mistrust of becoming invisible within the men’s organisation. I argue that the 

women’s associations throughout the amalgamation process had lost their voices in the 

governance issues of the newly formed federations. My argument is supported by 

McKay’s (1997) work that identified women having substantially reduced confidence 

in the ability of organisations to demonstrate gender equity. In his research of gender 

equity in sport organisations in Australia, New Zealand and Canadian, he found that 90 

per cent of men believed their organisation promoted the ‘best person for the job’ and 

that ‘sex was irrelevant to gatekeepers.’ In contrast, only 10 percent of women 

identified their organisation as looking like this, and most reported intense feelings of 

exclusion or isolation.  

 

The interrelationship between structural changes such as the amalgamation and the 

changing governance roles of the board and the culture of the newly formed 

organisation where women had become invisible highlighted the complex workings of 

gender-power relations. The interconnectedness of the structure and culture shaped 
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opportunities for women in leadership within Federations A, B, C, D and E (Acker, 

1990, 1992, 1998). As Shaw and Slack’s (2002) research into the amalgamation of 

publicly funded British sport organisations suggested, the culture of women’s and 

men’s organisations worked to protect certain traditions that enabled the continuation 

and reiteration of traditional gender relations that adversely impacted on women in 

management and board roles.  

 

I argue that the gendered board composition of Federations A, B, C, and E may result in 

the strategic planning being developed in the direction of the male-dominated culture of 

football with little regard to women in leadership (Claringbould & Knoppers, 2007, 

2008). Therefore, the women’s organisation had been incorporated into the current 

management and leadership structures of the newly formed organisations without being 

given the opportunity to renegotiate the gender composition of the board and executive 

management. I argue that the football amalgamations represented a particularly well-

defined arena for the reproduction of gender segregation (Acker, 1992, 1994). Gender 

segregation within the football federations was reflected in the leadership positions 

women and men held in the post-amalgamation period. The dominant organisational 

logic (Acker, 1990), therefore, reproduced gendered leadership discourses that were 

embedded within Federations A, B, C and E, thus limiting women’s leadership 

opportunities. Consequently, the gendered social practices within the leadership 

positions within these federations become so normalised (Foucault, 1978) that the 

injustices they perpetuate are utterly obscured to men, but not necessarily by the women 

who experience injustices.    

 

Federation D differed slightly from the other four organisations as they perceived that 

there was a level of support for the amalgamation from the women’s side of the game. 

Senior executive manager, Matt, from Federation D, reflected:  

 

At the time there was a tremendous amount of goodwill for change and 

when I reflect back on what we were asking the women’s association to do, 

it was really quite enormous. We were basically saying there is no future for 

you as an autonomous organisation in the game. We were asking the 

women’s association to take a leap of faith.  

 

 



178 

 

Matt used the metaphor of ‘leap of faith’ to describe how the women’s association was 

required to trust the men’s State body in the amalgamation process. As a result of the 

amalgamation the women no longer had an independent organisation that made key 

governance decisions about the future of women’s football.  Matt continued to explain 

that the amalgamation plans did not specifically look at strategies to include women in 

the leadership roles of the new organisation. Matt explained:  

 

To be honest I don’t think we did. We have recognised and identified that 

we would like to have female participation at board level. We want the right 

people to get involved at that level but the amalgamation did not focus on 

this. 

 

Whilst Matt articulated that having women in leadership roles was a key issue, there 

was little strategic focus on how the amalgamation process could work towards gender 

equity and enhancing opportunities for women. This is a key finding in my analysis as a 

lack of planning around gender inclusive and organisational change resulted in no 

women on Federation D’s board. The lack of planning at the strategic level contributed 

to the exercise of power by the men’s organisation over the women’s in a way that 

created an organisational culture in which women were largely excluded (Aitchison, 

2005). This is supported by international research into the subject of amalgamations 

within football. In the UK the Football Association took ‘control’ of the women’s game 

from 1992 (Williams, 2003), while the male-run football body of New Zealand Football 

assumed “entirely…the control and operation of women’s football” (1981b, 1991c, 

1994) by the end of 2001 (Cox & Thompson, 2003, p.222). In both cases the women’s 

organisations were made redundant. In other sport organisations a lack of planning 

around gender inclusive and organisational change had resulted in the minimal 

representation of women in leadership roles. For example, Stronach and Adair’s (2009) 

research on the amalgamation of women’s and men’s cricket where Australian cricket 

did not have any gender inclusive policies and rules for the amalgamation resulted in no 

women in leadership roles.  

 

Another key finding in my analysis identifies a lack of communication and planning in 

relation to the processes of amalgamation within the five federations which created trust 

issues. My analysis is supported by related organisation research by Allen et al. (2007) 
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that explored uncertainty during organisational change. Allen et al’s. (2007) research 

examined the role that different sources of communication play in addressing change-

related uncertainty for employees from a range of organisations. The six organisations 

that agreed to participate consisted of private, non-for-profit, and government 

organisations. Allen et al. (2007) identified that communication or the provision of 

information constitutes a vital component of any successful implementation plan.  

Despite the general acceptance that communication is important during organisational 

change, strategies implemented by management often fail to fulfil their purpose of 

providing quality information to employees (Armenakis and Harris, 2002; Smeltzer, 

1991). Allen et al. (2007) argued that change communication can facilitate openness 

and positive attitudes towards change to the extent that it effectively addresses 

employee uncertainty. Given communication involves some degree of social exchange, 

they found that trust is likely to emerge as an important factor. In their analysis, 

uncertainty described by employees was classified into three specific types, namely; 

strategic, implementation, and job-related uncertainty. They found that employees 

experienced some form of uncertainty regarding the rationale for change and the future 

direction of their organisation. Strategic uncertainty was particularly prevalent during 

the initial stages of change when employees first heard of the change. Responses 

indicated that job-related uncertainty was typically first experienced early in the 

implementation phase of change, and represented concerns regarding very specific 

aspects of the change directly affecting individual positions.  

 

I argue that the organisational logic and rationalities within the federations, on the 

process of amalgamation, was reflected in the absence of strategic planning, lack of 

communication, written rules and agreements that resulted in minimal opportunities for 

women in leadership roles. Subsequently, men within Federations A, B, C, D and E 

were exercising  power through institutional practices and norms that governed the way 

football was administered through historically gendered assumptions (Acker, 1990; 

Hall et al., 1989; McKay, 1997; Ross-Smith et al., 2007; Shaw & Hoeber, 2003).  

 

I now explore how Federation A was the exception as they anticipated issues such as 

trust, money and resentment due to the amalgamation process but had developed 

strategies to deal with the gendered effects of the amalgamation. In particular, the 

men’s organisation within this State before the amalgamation recognised the 
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importance of building a relationship of trust with the women’s association and for 

women to have a voice within the leadership roles of the newly formed federation. I 

begin by discussing the strategies that were employed by women and men to work 

towards an inclusive culture that made gender visible before and during the 

amalgamation. My research identified that women who were involved in the 

administration of the women’s game had worked strategically to enable one of their 

board members to join the men’s board before the amalgamation occurred within 

Federation A. It is interesting to note that the State women’s association was aware of 

the risk that masculine traditions and culture could dominate the decision making 

structures of this new sporting body. This prompted Vanessa to stand for a board 

position in the men’s association before the amalgamation occurred to ensure some 

input into the decision making of the new federation. Board member, Vanessa, from 

Federation A, recalled: 

 

I was working at the sports commission when the Crawford Report came out 

and the writing was on the wall that the Australian government did not want 

to be paying a number of different organisations, they wanted one body to 

deal with. I was also on the board of women’s soccer before the 

amalgamation and it was kind of a bit of a tactic on our part actually 

knowing that the amalgamation was going to happen. We actually looked at 

someone standing for the men’s soccer board as opposed to the new board 

after the amalgamation. So I ran for the men’s soccer board just as an 

independent person. So that was in the December before the amalgamation. 

They voted on the new constitution the beginning of that following year. 

That was my original involvement. I have been involved since then on the 

newly amalgamated board. 

 

Vanessa’s tactic to stand for the men’s board was an exercise of contested power 

(Foucault, 1980a, 1980b) by using tactics and strategies to disrupt the male-dominated 

culture whilst working towards instigating change. This contested power manifested in 

different ways such as Vanessa suggesting alternative approaches to strategic and 

organisational change that incorporated women in leadership roles and cultural 

diversity. Vanessa stated: 

 

We currently have four men and two women on our board and one woman is 

about to leave. So I have advocated that the board needs to appoint another 

woman. I think it is important to have as much gender balance as we can and 

we are in a position where we can appoint board members.  
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Vanessa’s campaigning for another woman to be appointed to the board reflects how it 

is possible that local resistance from individuals and concerned groups may lead to 

change (Foucault, 1984).  

However, it is interesting to note that the board of the men’s association was the most 

inclusive in relation to the gendered explanations and discourses that members used to 

discuss whether women in leadership and gender equity was an issue of importance in 

the amalgamation process. This became evident when board member, Jerry, from 

Federation A, reflected that just before the amalgamation Vanessa came onto the board. 

Vanessa was involved in the women’s game and she was on the board of women’s 

soccer in the State at the time so the board, all men at the time, endorsed her to stand 

and she was elected. Jerry remarked:  

I think it is also significant that from day one of the amalgamation we had a 

female member on the board and that was Vanessa. The board filled a 

vacancy prior to the amalgamation and Vanessa was elected over the 

competition as she had years of experience working on the women’s board. 

She was well known both in the men’s and women’s association and she 

worked at the ASC. There were men who didn’t get up and she did and I 

would suggest that most of the people that voted were male rather than 

female.  

The board members of Federation A also appointed a woman as the senior executive 

manager to assist with the transition of the amalgamation of the women’s and men’s 

associations. Board member, Jerry, from Federation A, remarked:  

Here was someone who was experienced in the administration of football in 

this town. There was nobody else, in my opinion, in this town with the 

amount of specific experience that she had in relation to running football in 

this town and that’s the full gamut of it because she has got the contacts with 

the government, contacts with other sport, intimate knowledge of how the 

game operates and what we needed.  

 

Board member, Jack, from Federation A, reflected on the appointment of a woman as 

the senior executive manager. Jack stated:  

 

The current senior executive manager is smart, she could see the writing on 

the wall, that was her job and her job was going to disappear if she stayed as 

an executive of the women’s association. So the board saw this as an 

opportunity to enhance our organisational performance, she was exactly the 

personality type that we needed, she is very good at process, she is good 

with people. 
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Both Vanessa and TM had many years of experience and expertise within the 

management and governance of football in their State which resulted in the men from 

Federation A trusting and appointing them to augment their organisational 

performance within the amalgamation process (Lewis & Simpson, 2010; Sheridan & 

Milgate, 2003). Federation A’s employment of TM because she is ‘good with people’, 

reflected how communication skills (Allen et al., 2007) were important to facilitate 

openness and positive attitudes towards the amalgamation changes. As Allen et al 

(2007) point out, communication or the provision of information constitutes a vital 

component of any successful implementation plan. Additionally, executive manager, 

Reg, from Federation A, stated how appointing a woman as the senior executive 

manager was a forward thinking strategy and inclusive approach to the amalgamation 

embraced by all board members. Reg remarked:  

 

The engagement of TM to undertake that role I suppose sent a signal to 

everybody; we are looking for the best people for the role, so when the re-

structuring took place everybody had to resign their positions as they did 

and had to re-apply. I am sure the organisation looked at the people and their 

skill sets and their capacity to fit within the new organisation, some people 

were accepted others were cast to the side and that is the nature of the beast. 

The enlightened attitude of the board at the time, it was a pretty brave step to 

take but again they looked at it as the best person in the industry for the job 

not necessarily because TM came from the female side of the sport. It is 

bringing in somebody who has an enlightened attitude and a broader attitude 

than what was there before and that was the most important thing.  

 

I argue that through the amalgamation process and having high profile experienced 

women on the board and in senior executive management roles, Federation A worked 

towards becoming a gender inclusive organisation through a pro-active approach to 

creating opportunities for women in leadership roles. My analysis extends Sheridan and 

Milgate’s (2003) work that examined how high visibility played a greater role in the 

selection of women than men for corporate boards. I specifically identified that 

visibility, expertise and trust played a role in Vanessa being appointed to the board and 

TM being hired as the senior executive manager of Federation A. Both Vanessa and 

TM had developed extensive social, business and political networks in their State which 

resulted in the men trusting in their skills and knowledge to enhance the organisational 

performance of Federation A. Therefore, I argue that the appointment of TM as the 

senior executive manager reflected how gender not only shaped women’s identities but 
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is an axis of power that also plays an influential role in interactions, structures, and 

change processes within Federation A (Shaw & Frisby, 2006).  

 

This theme explored how the gendered dynamics played out in the amalgamation 

process where the women’s association had been incorporated into the existing men’s 

organisation. I discussed the effects of the amalgamation on women’s opportunities for 

active involvement in the decision making and leadership roles of Federations A, B, C, 

D and E. The general pattern that emerged across the five federations is that the 

women’s organisations experienced diminished opportunities in terms of decision 

making, autonomy and control over their sport. 

 

I have identified how knowledge and the exercise of power (Foucault, 1977a, 1977b, 

1980a, 1980b) by the existing men’s organisation had compromised women’s 

leadership opportunities within the newly amalgamated football federations. I argued 

how the masculine leadership culture within Federations B, C, D and E had come to 

assume authority, or are considered to constitute authoritative knowledge in regard to 

appointing and employing women into leadership roles. Women had been largely 

excluded from the governance and decision making roles of the newly formed 

federations. I claim that an unacknowledged cost of the amalgamation process was the 

loss of women in leadership roles who could have contributed to the organisational 

performance within Federations B, C, D, and E. The gendered leadership composition 

of the newly formed federations may contribute to a strategic direction that ignores 

women’s potential leadership contributions (Claringbould & Knoppers, 2007, 2008). 

My analysis is supported by related organisational research by Collins (2005) on the 

economic case for mergers that pointed out that mergers jeopardise knowledges and 

practices that might be a source of competitive strength for a firm by ignoring different 

types of knowledge and the social nature of knowledge.  

 

Building trust within the process of amalgamation and governance changes is an 

important finding within my analysis as trust included a myriad of issues that the 

women’s association might experience, such as loss of control whilst not having a voice 

in the decision making process of the newly formed football federation. I contend that 

there had been little critical reflexivity by men in leadership roles about organisational 

and culture change, in terms of the culture of these newly formed organisations. 
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Overall, a masculine model of leadership had prevailed within the sporting system, with 

a decrease in women’s influences in the boardroom and presence in decision-making 

positions. Therefore, men in key leadership roles tended to be unreflexive, that is, they 

were not aware of the ways their sense making was gendered and /or did not consider 

gender to be an issue (Reskin 2000; Ridgeway & Correll, 2000). That is, if they believe 

they are not engaged in gendered management practices that inform the structure of the 

federation’s executive management and board positions, they can honestly deny acting 

in a gendered way, even if others see or experience them doing so. I argue that 

gendered leadership roles were embedded in the organisational logic of the newly 

formed federations (Acker, 1990, 1992). For example, how hierarchies, such as men in 

senior executive and board roles are rationalised and legitimised in the federations.  

 

The two key findings within this theme highlighted how little attention had been paid 

to the gendered performance and process of amalgamation within Federations B, C, D 

and E that resulted in women’s leadership opportunities being reduced. Yet with 

greater awareness and strategic focus, opportunities for women in leadership roles can 

be facilitated within the amalgamation process. I contend that within Federation A, 

men and women had identified the opportunity to improve organisational performance 

whilst working towards a gender inclusive culture through the amalgamation of their 

organisations. I argue that Federation A’s approach to amalgamation is an example of 

how dominant assumptions about gender can be deconstructed, opening up 

opportunities for women in leadership. Women in leadership roles within Federation 

A exercised power through having a voice within the strategic planning and 

governance process to work towards an inclusive culture.  

 

This finding is significant as it opens up the possibility for the other four federations 

and Australian sporting bodies to be more reflexive about gender inclusiveness and 

diversity throughout the process of amalgamation. Phillips (1998) and Sibson’s 

(2004) research into the amalgamation of the women’s and men’s hockey in Australia 

is an example of how gender inclusive organisations can be developed. Hockey 

Australia addressed governance issues that included gender equity within the structure 

of the board and a new constitution with equal representation of women and men. 

They now claim to be “probably one of the more advanced gender-equal organisations 

in the country” (Commonwealth of Australia, 2006, p. 77).  
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6.2 Gendered construction of leadership 

 

The second theme in my analysis identifies the discourses and leadership rationalities 

that shaped how men and women within Federations B, C, D and E constructed the 

reasons concerning why there were few women in leadership roles within the board 

composition of the newly amalgamated federations. The theme identifies how 

organisational processes and structures were impeding opportunities for women in 

leadership roles. The three sub-themes that I identified through the participants 

responses included ‘natural progression’, ‘democratic process,’ and ‘exceptional 

woman’. The first sub-theme examines how participants from Federations A, B, C and 

E articulated how women in leadership roles would naturally occur as women’s 

participation numbers grow. In the second sub-theme, democratic process, I focus on 

how men within key decision making roles within Federations C and D articulated how 

the zones and committees who vote women or men onto the State board predominantly 

consist of men. However, no participants from Federations A, B and E spoke about the 

gendered composition of their stakeholders’ influence on women obtaining leadership 

roles. In the final sub-theme I identify how senior executive manager, Greg, from 

Federation C, and board members, Monty and Wally, from Federation D, articulated 

how they are actively looking to appoint exceptional women onto their boards, who 

have a high level of business expertise to help develop the strategic and governance 

process of their federations. Within sub-themes two and three the comments are 

predominantly by men in leadership roles and the discourses they used to construct why 

there was not a pro-active approach towards opportunities for women in leadership 

roles.  

 

6.2.1 Natural progression 

 

 

I begin my analysis by exploring comments made by men from Federations B, C, and E 

in relation to my question: What organisational processes and pathways have been 

developed that facilitated women’s movement onto boards and into leadership roles 

since the amalgamation? I begin by discussing how senior executive manager Charles, 

from Federation B, articulated that when more women participate and manage the sport 

at the grassroots level they are then in a position to nominate and appoint people onto 

the board. Charles reflected:  
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It is about evolving sport in terms of the way we do it and who runs it, who 

is participating in it. I think you can see that it is changing from the 

participation levels of women who participate in the sport to the different 

cultures that are playing the sport. The membership through the constitution 

will decide who they want to put in board positions and as more women 

participate in the sport … start to manage the sport … this will start to come 

through. 

 

Likewise, Brett, the senior executive manager from Federation E, drew upon a similar 

notion of natural progression in relation to participation levels of women playing the 

sport. Brett stated:  

 

I think the States have come to that realisation and a lot of that is brought 

about by the actual growth in the game, purely in numbers of females. What 

did I say before? One thousand women and 30,000 men playing football in 

our State. Now we have got 10,000 women and 50,000 men. That is a huge 

number and that is happening across Australia, so that will influence board 

and executive management positions. It will gradually change and more 

females may take on positions in executive management and be appointed to 

the board.   

 

Charles and Brett assumed the governance structure will be automatically changed by 

the increasing number of women playing and consequently administrating the sport. 

However, diversity in participation has not resulted in diversity at the management 

level. This is an important finding as Charles and Brett’s view signified a standpoint 

that no intervention is required and women will come on boards in due course. 

Currently, the members, through the constitution, vote people into board positions and 

this relationship of power between the stakeholders and board members can be 

perceived as productive rather than prohibitive (Foucault, 1978). In other words, it is 

the relationships that occur between people, in this case, between stakeholders and the 

people they nominate onto boards that ultimately produce social realities and social 

transformation, and enable new possibilities for women in leadership roles.  

 

The effect of this gendered discourse on the organisational logic (Acker, 1990, 1992, 

1998), the day to day management practices and policy implementation is to justify 

inaction about gender inequity which has resulted in Federations B and E’s lack of 

acknowledgement that the problem of gender equity does exist. Federations B and E 

therefore, tended to reproduce gender liminally and un-reflexively. That is, they were 
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not really aware of the ways their sense making was gendered and/or did not consider 

gender to be an issue (Reskin 2000; Ridgeway & Correll, 2000). Liminality, therefore, 

is a practice of doing gender that Federations B and E engaged in without questioning 

underlying assumptions. Consequently, gender imbalances are seen to ‘naturally’ even 

up and highlighted the masculine assumptions about women’s involvement in the club 

culture and administration. Charles and Brett’s comments highlighted how 

organisational gender suppression (Shaw, 2006a) was evident within Federations B and 

E in relation to the gendered explanations and discourses that Charles and Brett used to 

discuss whether women in leadership was important to their organisational structure. 

  

Similarly, senior executive manager, Greg, from Federation C, talked about 

acknowledging the need for gender balance given the increasing participation rates and 

assumed flow-on from the grassroots clubs and committees to the State’s board. It 

appears to be a strategy that requires no effort from the board to govern differently. 

Greg stated:  

  

We have raised issues at the board level and club level in terms of who our 

members are. Our board is still male dominated … so the board has 

acknowledged that and that is something that needs to be continued to be 

worked on and I think it is about 30 – 35 % of our participants are now 

female and so that will change. It will take time to change and is not an 

absolute strategy… it has been acknowledged that we need to get a better 

gender balance. 

  

Greg’s gendered discourse assumed women who hold administration positions at the 

club level will naturally progress into leadership roles at the State level because as the 

participant numbers grow in the women’s game these women may vote or support 

women in leadership roles. I argue that Charles, Brett and Greg’s suggestion of natural 

progression focuses on individual progression within their Federations but ignores the 

gendered cultures and social practices such as communication and interactions that 

shape opportunities for women to administer football (Shaw & Hoeber, 2003). This 

fallacy of ‘natural progression’ is supported by Pfister and Radtke’s (2009) research on 

German sport organisations where the percentage of female leaders is significantly 

smaller than the percentage of female members, and it decreases as the status of the 

positions increases. For example, the German Gymnastics Federation has five million 
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members, of whom 70% are women however, the percentage of women on the 

executive body is only 37% (Pfister & Radtke, 2009).    

 

I contend that gender equity and women’s opportunities for leadership have to some 

extent, become normalised (Foucault,1991a) within the organisational processes, 

policies and strategic plans, where it is perceived to ‘naturally’ occur, resulting in 

minimal responsibility within Federations C, D, and E to instigate change. This 

legitimation (Acker, 1990, 1992) may have allowed Federations C, D and E not to feel 

responsible for changing the existing organisational processes, leadership situations or 

gender meanings and therefore to engage in gender passivity (Claringbould & 

Knoppers, 2012; Shaw 2006b). This finding highlights the interrelationship between 

Federation C, D and E’s structural changes such as the amalgamation, governance 

changes and the culture of the newly formed organisation where women who held 

administration positions at the club level would naturally progress into leadership roles 

at the State level. This highlights the complex workings of gender-power relations.  

 

However, participants in my research commented that women were heavily involved in 

the grassroots administration of the sport but once their children stop playing the sport 

the women were no longer involved. This became apparent when exploring comments 

made from Federations A, B and C. For example, board member Simon, from 

Federation C, recalled: 

 

At the community level there are probably more women involved because 

the mums get involved as team managers or working the canteen or on the 

committees. But they are doing it for their kids, like my wife. You do it for 

your kids but when the kids finish you stop being involved.  

 

Simon’s perception of women in support roles at the grassroots level of football relates 

directly to executive manager, Paul’s experience within Federation B. He spoke 

positively about women’s involvement within community sport. Paul remarked:   

 

I must say to you at the community side of football, the association side of 

the sport that many, many of the key positions are held by women. They 

have, I think, at times better developed administrative skills, organisational 

skills and time management skills.  
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Board member, Anne from Federation B, articulated that women were heavily involved 

in the grassroots administration of the sport. Anne reflected: 

 

I have found in football that women in the grassroots of the sport are quite 

prevalent on boards and on committees. A lot of the clubs at grassroots are 

run by women, you would be surprised how many women are out there now. 

But it thins out as you go up the administration ladder to the State board. I 

think women stop being involved when their children stop playing the sport.  

 

A similar situation was reflected in the involvement of women in leadership and 

administration roles in Federation A. Board member, Vanessa explained:  

 

I would definitely say that the women tend to be running junior clubs and 

that sort of thing, and when their children stop playing they are no longer 

involved in the sport. I have asked women to be involved, would you like to 

come and run for the board. In my experience they have not been very 

interested and a lot of them are quite competent public servants but I think 

women deal with sport differently. I think for the women it is, you know, 

come out and kick the ball around on the weekend. The women that I know 

who are high level public servants they could easily run an organisation or 

be on the board but they tend not to. They have other things, on work is 

really busy, family.  

 

 

The notion of natural progression of women taking up leadership roles (at the State 

level of football), whether that be in a professional capacity as an executive manager or 

on a voluntary basis on the board at the State level of football, is not evident within 

Federations A, B and C. Simon, Paul, Anne and Vanessa’s comments reflected the 

social practices of constructing gender where women are involved at the community 

level of football through support for their children. Therefore, women are perceived as 

‘adding value’ to leadership roles but once their children stop participating in the sport 

they stop being involved. Thus, Simon, Paul and Anne are engaged in the practice of 

“valuing the feminine” (Ely & Meyerson, 2000a, p.108) in which women’s perceived 

caring characteristics reinforce stereotypical characteristics of gender. Additionally, 

board member, Vanessa, from Federation A, identified that women playing the sport do 

have the ability to be effective board members but they are focused on work and family 

commitments. Whilst Simon, Paul, Anne and Vanessa acknowledged that women are 

effective leaders at the club level little has been done to implement strategies or 

pathways to encourage these women to consider becoming involved on boards at the 

State level. This may have been a lost opportunity for Federations A, B, and C in 
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relation to creating a gender inclusive culture within the leadership roles of their 

federations. Additionally, women’s talents are not being fully utilised within the 

leadership roles of the federations.  

 

In contrast, I explore comments made by women and men from Federations A, B, C and 

D in relation to my focus on how amalgamation has shaped opportunities for women in 

leadership roles. Senior executive manager, Paul and executive manager, Jessica from 

Federation B; board member, Vanessa from Federation A and executive manager, 

Michelle from Federation D stated that women had been minimally involved in the new 

leadership roles due to the gendered participation and administration composition of 

football. Paul commented:  

 

I think it depends on the gender break up of the participants of the sport. I 

would think that if a sport is predominantly played by females more than 

likely there is a predominance of female administrators in the sport. If the 

sport is traditionally a male sport then I would suspect predominantly the 

administrators are male. A sport like, for instance hockey, which is where I 

spent considerable time has almost a 50/50 male and female player 

participation base which is reflected in the board and the management 

structures. We will get to that I think, in time, in our sport as the growth of 

women’s participation increases. 

 

Paul’s gendered discourse of natural progression assumes that women in hockey 

Australia hold leadership roles due to the player base of the sport being 50/50 women 

and men. However, the representation of women in executive management and board 

roles developed due to hockey’s constitution that was formed when the sport 

amalgamated (Phillips, 1998). This is a key finding in my analysis as a lack of 

planning around gender inclusive and organisational change within the amalgamation 

of Federation B had resulted in minimal opportunities for women in leadership roles. 

Similarly, senior executive Jessica, from Federation B, stated:  

 

I think it depends on the make up of the sport, where you get a sport like 

netball I think you find women at the top, where you go to your football 

codes I think you find men at the top, I think unfortunately it just naturally 

goes that way. 
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This also became apparent when board member, Vanessa, from Federation A, 

articulated why there were minimal women in leadership roles in football. Vanessa 

commented: 

 

I think women tend to be attracted to women’s sport rather than men’s and 

women’s sport. I think women are more likely, for example, to head up 

women’s soccer in this State rather than the State football federation where 

it involves everybody.  

 

 

Executive manager, Michelle, from Federation D, stated if the sport was a traditional 

male sport then she believed that men would hold the administration positions, and if a 

sport was predominantly played by women then women would hold the administration 

positions. Michelle stated:  

 

The staffing seems to align itself with the sport. If you look at the State 

Netball organisation their staff is predominantly women. In our management 

structure there are no women on the board or in senior executive 

management positions and out in the football zones we have only two 

female presidents out of the ten. This may be because football is deemed to 

be a male orientated sport.   

 

 

The collective comments from Federations A, B and D serve to highlight the issue of 

gender segregation in the workforce and the difficulty that many women experience in 

advancing within ‘non-traditional’ industry sectors and the gendered image of the 

sport as a whole (Acker, 1990, 1992; Talbot, 2002). I argue that Federations A, B and 

D perceived football as a masculine sport, run by men and this is the reason they gave 

for the minimal number of women in leadership roles.   

 

Within this sub-theme I identified the gendered explanations organisational members 

used to make sense of why only a few women have been successful in obtaining 

leadership roles within the newly amalgamated federations. The gendered discourse of 

natural progression as perceived by Charles, Brett and Greg is underpinned by 

assumptions about organisational change as evolutionary and quantifiably translated 

from participation on the field to leading in the office. Therefore, no board members or 

executive managers need to take responsibility in the federation to instigate changes as 

in policy and practice it will naturally occur (Hoeber, 2007). Hence, gender equity is 

visible as a problem to be addressed passively as a natural outcome of change in the 
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game/ club land. In this way, gender equity is not seen as a strategic priority for 

management to act upon. Executive managers and board members who are influenced 

by this notion of ‘natural progression’ play a significant role in maintaining gender 

relations and sport management cultures that reinforce the status quo. Furthermore, 

leaders do little to challenge taken for granted assumptions which influence, and are 

influenced by, organisational understandings of gender. The gendered discourse of 

natural progression also negates how the male-dominated culture of football contributed 

to the imbalance of women in leadership roles at the State level of football.  

 

My analysis found that the amalgamation process within Federations B, C, D and E was 

an opportunity to improve organisational performance and to work towards an inclusive 

culture that acknowledged women’s leadership abilities. However, the amalgamation 

resulted in a lost opportunity as little critical reflexivity about organisational change and 

culture occurred. I argue that the masculine models of management are normalised 

which subtly excludes women in leadership roles. I also identified how members of 

Federations A, B and D highlighted the difficulty that many women experience in 

advancing within ‘non-traditional’ industry sectors and the gendered image of football 

as a whole. I argue that Federations A, B and D perceived football as a masculine sport, 

run by men and this is the reason they gave for the minimal number of women in 

leadership roles.   

 

6.2.2 Democratic process 

 

Within this sub-theme I identify how the gendered composition of the zones and 

committees of football predominantly consisted of men and how this had shaped 

opportunities for women in leadership roles. I begin my analysis by exploring 

comments made by men from Federations C and D in relation to the organisational 

process of how the zones and committees vote women and men onto the State board. 

However, no participants from Federations A, B and E spoke about the gendered 

composition of their stakeholders’ influence on women obtaining leadership roles. 

When I interviewed senior executive manager, Greg, from Federation C, he discussed 

the voting structure of the new federation and how it has shaped opportunities for 

women in leadership. Greg reflected:  
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When the board elections were run we had 19 stand for five positions. We 

probably had six or seven females but unfortunately in an election process 

which is a democratic process, no females were elected and that is still an 

issue that the sport has to deal with. We need to continue to work on that 

and our members. The way the organisation works is that it is the clubs that 

are our members, we have 30 members. The clubs elect 24 of those into the 

zones and I am struggling to name probably maybe two women out of that 

24. Now that is elected by the clubs so again it is educating the clubs and 

educating the women within those clubs to ensure that they put their hand 

up. 

   

 

Even though Greg identified that his federation needs to work on educating the 

members to the benefits of having women appointed to the board, there is a lack of 

consideration about how the male-dominated culture and structure of the clubs could 

change to create a more gender inclusive approach to leadership. Rather, Greg places 

the emphasis on women to be willing to stand for the positions and go through the 

process of being elected. He also constructed the lack of women board members as a 

women’s issue (Claringbould & Knoppers, 2007, 2008). I argue that this neo-liberal 

rationality suggests everyone is responsible for their own choices (Connell, 2006). 

When practices of gender occur, or are noticed within Federation C, they tended to be 

framed as personal problems rather than as a result of interactions between gendered 

institutions and individuals. Greg’s comment highlighted the fact that organisational 

change is not a rational and linear process, rather an interpretive, cultural and structural 

process that takes time. My findings are supported by Shaw’s (2006a, 2006b) research 

that found gender relations within organisations are a reflection of historical societal 

discourses and that individuals influenced by these discourses play a large and active 

role in maintaining gender relations that reinforce the status quo. Therefore, whether 

this new voting structure opens up opportunities for women to attain leadership roles is 

questionable. For example, one of the key issues identified by Simon, a board member 

in Federation C, is the process of electing board members. Simon remarked: 

 

We have a group of 30 members that vote and I think out of those 30 

members at least 20 are male maybe more, I think you could only ask the 

members why they voted the way they did. 

 

Simon places the responsibility onto the members to explain why there are no women 

on Federation C’s board. The gendered culture of the voting members is an example 

of how power works through particular rationalities and knowledge in relation to who 
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had the appropriate skills to be appointed to the board. Therefore, the members who 

were predominantly men governed who was elected into leadership roles on the board 

within Federation C (Foucault, 1981b). As Talbot’s (2002) research points out, in 

many cases, organisational practices appear to be designed to maintain the male status 

quo. Therefore, the male-dominated cultures and masculine norms go unchallenged 

and normalised, whilst diversity is ignored or unseen. 

  

Similarly, board member, Monty, from Federation D, identified the masculine 

composition of the members as a key issue for why women have not been successful in 

being voted onto the board. Monty stated:  

 

The hang-ups from the electorate, I have to say that of the 26 that vote, there 

are probably 10 who are gender biased. Yes, and unfortunately to some 

extent it is the ‘Old Boys’ club. The people who elect men and women to the 

board comprises two people from each of the zones, that’s 20 people and 

two people from each of the Standing Committees so a total electoral role of 

about 26 or something like that, existing board members don’t have a vote. 

They’re mostly men. Out of the 26 there are probably six or eight women.  

 

Monty goes beyond saying that the gender composition of the electorate is dominated 

by men to identifying that some of the voters have gender bias which is impacting on 

women being elected into leadership roles. Monty then places the responsibility on the 

president of the women’s association in regards to holding women back from being 

appointed to the board. Monty stated: 

 

But the hang-up comes from when the women were a separate organisation 

and their leader, who has done so much for the game, has also done so much 

to actually prevent women from pursuing leadership roles within our new 

organisation. 

 

Monty perceived that the men on the electorate are holding preconceived biases of the 

ability of women to make decisions within the governance structure of the federation. 

Therefore, women are being positioned on the margins of the federation which is 

reflected in the gender composition of the executive management and board positions 

of the federation. How Federation D is going to re-educate their voters on the positive 

advantages of having women in leadership roles was unclear from the interviews. This 

became evident when Wally passed the situation of having no women on their board 

back to the stakeholders. Wally explained: 
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Basically you have to be nominated by your stakeholders, which are the 

chairs. There are two representatives from each region, they have to 

nominate you and basically who they nominate is out of our hands. So in 

actual fact, to get people on the boards it is not us, perhaps you are talking to 

the wrong people. You may have to talk to the people who are nominating, 

they have to have the confidence in knowing people who could do the job 

and who will do the job. 

 

Wally’s comment reflects a lack of direction provided by Federation D’s board 

members to their stakeholders, on the importance of valuing a diverse board to enhance 

their financial performance and effective governance practices.  

 

Within this sub-theme I have identified the gendered explanations organisational 

members from Federations C and D used to make sense of the reasons why women are 

not voted onto their State boards. A key finding in my analysis was that the democratic 

process within Federations C and D may be impeding opportunities for women to 

obtain leadership roles as the gender composition of the voters were predominantly men 

which is reflected in the gender composition of leadership roles within Federations C 

and D. 

 

6.2.3 Exceptional woman  

 

 

Within this sub-theme I identify how Federations C and D drew upon the notion of 

‘exceptional woman’ when searching for an appropriate woman to be appointed to their 

board to enhance their organisational performance. I explore how executive manager, 

Greg, from Federation C and board members, Monty and Wally from Federation D, 

articulated how they are actively looking to appoint women onto their boards who have 

a high level of business expertise, to help develop the strategic and governance process 

of their federations. However, this was different to the current men who are on their 

boards who had been appointed due to their involvement with football at the club level 

or who had held their position in the pre and post-amalgamation of the federations. This 

became evident when I asked board member, Wally, from Federation D, how he 

became elected onto the board. Wally reflected:  
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For about fifteen years plus I was patron of the whole State’s junior soccer 

council. So, basically I held that position until it went out of existence with 

the amalgamation. So I got a good grounding and understanding of junior 

soccer, junior football and the politics of it. I often had to play the role of 

mediator or acting independent in a lot of things that would happen that 

could be conflicts between players and clubs; clubs and regions; and region 

and region, all those things come up and I was a sounding board, an 

independent person that had a bit of common sense. From there I was then 

nominated to be on the board, so I have been on the board here basically for 

two years.  

  

Through Wally’s involvement with junior soccer in his State the stakeholders 

nominated him for a position on the State board but Wally did not discuss, in the 

interview whether, he held specific business skills that would enhance the governance 

performance of Federation D’s board. However, when women are being considered for 

board positions with Federations C and D they are required to hold business skills or be 

an ‘exceptional woman’ in their State. This was reflected in senior executive, Greg’s 

comment, from Federation C, that they desired women with a high level of business 

expertise to help develop the professionalisation of football within their State. Greg 

remarked: 

 

We want to get senior people on the board because they have got that level 

of experience and knowledge that we need from a board level point of view, 

to develop policies. We have set our bar at senior management and 

managing director, marketing director level and now it is just a matter of 

tapping companies and organisations and finding out who are people in 

those roles and who are the females in these roles. We want managing 

partner or senior partner level on the board. It is hard to find females in that 

area.  

 

Federation C’s expectations of appointing women to the board who are at a senior 

management level within their respective organisations has created a situation where 

they are finding it difficult to locate women who want to commit their time and 

expertise to their board, and have the required management experience. Furthermore, 

Greg commented that the board identified one strategy they could use to appoint a high 

profile woman. Greg commented: 

 

One left field one we had the other day is that we should approach the police 

commissioner, so I will send her an email and she will probably say no. I 

don’t know if police commissioners can be involved in organisations in that 

sort of way. But all we can do is go in and ask people, identify people in 
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those positions and send them an email or write them a letter and say this is 

the organisation, this is what we are about, and we are looking for these 

types of skill sets. Are you interested or do you know of people with similar 

skill sets?    

    

The desire to have the now former police commissioner as the ‘exceptional woman’ on 

Federation C’s board was an unrealistic expectation due to her varied and extensive 

commitments elsewhere within the community. Therefore, one reason for Federation C 

struggling to find an ‘exceptional woman’ to be appointed to their board is that they are 

seeking women who are already fully committed to their positions and may not have 

the time to be involved on the board.  This also became evident in Federation D as 

board member, Monty, remarked:  

 

I have asked a prominent female sportsperson. But she has been done to 

death. She might even say yes but in reality will she really be the person I 

need that says to everybody out there, look what women can do for football. 

I have to think about that. The first woman I have on the board has got to be 

something. I don’t mean that they are better, just that when people at the 

annual general meeting judge whether she has done a good job, she will be 

visible. The poor old first women we have on the board will be more visible 

than the other board members, all that sort of stuff because it is so important 

to us to make that happen.  

 

 

Monty articulated that the first woman on the board would be highly visible and would 

be required to achieve exceptional outcomes in relation to the skills she brings to the 

board. My findings draw upon Sheridan and Milgates’ research (2003) that found high 

visibility played a greater role in the selection of women than men in the recruitment 

and selection process of corporate board members. Additionally, board member, Wally, 

from Federation D, suggested that a high profile woman was required for their board. 

Wally explained:  

 

Well, a woman that we thought would be high profile. For example, a past 

political figure in our State. We now come back and say thank God we 

didn’t because of all the problems she created as a politician.   

 

Federation D is looking for a high profile woman who is accomplished within her 

current organisation and that will ultimately benefit the corporate governance decisions 

carried out by the board. Wally explained why it was so important to have a high 

profile woman appointed to the board. He commented: 
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Because we would be severely criticised from within the organisation if we 

didn’t have someone really up there, because they would say why isn’t one 

of us up there? I can tell you that there would be some former women 

administrators that would go out there and be very, very critical and that is 

why we are trying to get a top person to kind of break the glass ceiling, I 

suppose, so we don’t get that criticism. Why would we put ourselves in a 

position to appoint someone? We know we would just get criticised for it, 

unless we know we are going to get something really positive out of it. 

Sorry that this is negative but that is the difficulty. Obviously women are 

fantastic administrators at the levels where they can get involved. I have 

seen it happen, really top women who are perhaps achieving in their 

business. It could be a family business. In their position in public service 

they want to join soccer so they can be involved for their families and 

everything else, they don’t want to then be involved in a governance role at 

the State level. 

 

 

Monty’s and Wally’s comments suggested that they are looking for an exceptional 

woman who is outstanding and has achieved excellence within her career to be the ‘best 

fit’ with their current board so they are not internally criticised. This is an important 

finding as Monty pointed out that former women administrators had been unsuccessful 

in running as a candidate for several reasons. These reasons included the board 

perceiving that the women did not have the required business skills, the gendered 

composition of the voting members who were all men and the historically strong male-

dominated culture of the board within this State. Monty reflected: 

 

The previous president of our State’s women’s association stood for the 

board two or three years ago and unfortunately she did not get elected. That 

was another demonstration to all those women who know about the game, 

that in actual fact it’s just the same bunch of old guys doing their thing as it 

ever has been in the past. 

 

 

This situation of the previous president of the women’s association not being voted 

onto the new board reflects the entrenched normalised male-dominated culture of 

leadership within Federation D, and the views held by the members who did not vote 

her onto the board (Foucault, 1978). This situation highlights the gendered effects of 

amalgamations where historical uncertainty influenced the appointment of the president 

of the women’s association onto the newly amalgamated board (Hargreaves, 1990, 

1994; Shaw & Slack, 2002).  
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Monty’s statement “it’s just the same bunch of old guys” suggests that Federation D’s 

organisational culture, which he perceived is based on the ‘old boys club’, marginalises 

women’s experience, career prospects and contributions (Bird, 1996; Marshall, 1995; 

Messner, 1998). Monty’s statement reflected how gender is embedded in the 

organisational logic of the newly formed football federation where the men are still 

governing who is being appointed to leadership roles (Acker, 1990, 1992, 1998). In 

particular, how the masculine leadership rationalities within Federation D have come to 

assume authority, or are considered to constitute authoritative knowledge in regard to 

appointing and employing women into leadership roles. This continued preference for 

members of the dominant group (men) because they are the ‘best’ fit is supported by 

Shaw’s (2006a) research on organisational gender suppression. Shaw’s (2006a) work 

examined gender suppression within regional sport trusts (RSTs) in New Zealand and 

suggests that while researchers increasingly focus on how gender is articulated, there is 

also a need to examine gender suppression, or how gender is deliberately not expressed 

in organisations. As Shaw (2006a, 2006b) argues, gender relations within organisations 

are a reflection of historical discourses and individuals influenced by these discourses 

play a large and active role in maintaining gender relations that reinforce the status quo. 

Furthermore, individuals may do little to challenge taken for granted assumptions 

which influence, and are influenced by, organisational understandings of gender (See 

Chapter Five, section 5.2). 

 

I have identified within this sub-theme the explanations organisational members from 

Federations C and D used to make sense of why there are no women in key leadership 

roles on their boards. Federations C and D were only looking to appoint women who 

had specific skills that related to corporate financial management. For example, women 

working in law or in the financial business sector which reflect masculine discourses of 

heroic leadership. This high expectation held by the current men on the board and in 

executive management positions ensured that the male-dominated culture of football 

remained normalised and unchallenged. This is an example of how power worked 

through particular leadership rationalities and knowledge in relation to who had the 

appropriate skills to be appointed to the board. In particular, I focused on how the 

masculine leadership rationalities within Federations C and D, have come to assume 

authority, or are considered to constitute authoritative knowledge in regard to 

appointing women into leadership roles (Foucault, 1981b).  
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6.3 Concluding remarks 

 

The primary aim of this chapter was to explore how organisational members from the 

five football federations articulated their perception of the governance and leadership 

changes that have occurred with the amalgamation of football within their respective 

States. I focused on the gendered power relationships negotiated during organisational 

change and how this shaped pathways to leadership for women. I drew upon Foucault’s 

work on governmentality and power/knowledge to explore the question: How did the 

gendered rationalities shape women’s opportunities for leadership in the new 

amalgamated structure?  I used Foucault’s understanding of rationalities that underpin 

power/ knowledge relations and particular ways of governing through a feminist 

perspective by drawing on Acker’s (1990) theory of gendered organisations. I explored 

the effects of the amalgamation and the way it had shaped the thinking, rationalities and 

conduct of the board and management in relation to women’s opportunities for 

leadership. Acker (1990) identified five processes that reproduced gender in 

organisations. I drew upon the fifth process, organisational logic, which draws attention 

to how hierarchies are rationalised and legitimised in organisations.  

 

I presented my findings and analysis through two themes. Within the first theme, ‘the 

struggle for women’s voices in amalgamation’, I explored how the gendered dynamics 

played out in the amalgamation process where the women’s association had been 

incorporated into the existing men’s organisation. I discussed the effects of the 

amalgamation on women’s opportunities for active involvement in the decision making 

and leadership roles of Federations A, B, C, D and E. The general pattern that emerged 

across the five federations is that the women’s organisations experience diminished 

opportunities in terms of decision making, autonomy and control over their sport. I 

identified how knowledge and the exercise of power (Foucault, 1980a, 1980b) by the 

existing men’s organisation had constituted women’s leadership opportunities within 

the newly amalgamated football federations. I argued how the masculine leadership 

culture within Federations B, C, D and E had come to assume authority, or are 

considered to constitute authoritative knowledge in regard to appointing and employing 

women into leadership roles. I contend that an unacknowledged cost of the 

amalgamation process was the loss of women in leadership roles who could have 

contributed to the organisational performance within Federations B, C, D, and E. 
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Building trust within the process of amalgamation and governance changes was an 

important finding within the first theme as trust included a myriad of issues that the 

women’s association might experience, such as loss of control whilst not having a voice 

in the decision making process of the newly formed football federation. I argued that 

there had been little critical reflexivity about organisational and culture change and in 

terms of the culture of these newly formed organisations.  

 

The two key findings within this theme highlighted how little attention had been paid 

to the gendered performance and process of amalgamation within Federations B, C, D 

and E that resulted in women’s leadership opportunities being reduced. Yet with 

greater awareness and strategic focus opportunities for women in leadership roles can 

be facilitated within the amalgamation process. However, senior executive managers 

and board members of Federation A had identified the opportunity to improve 

organisational performance whilst working towards a gender inclusive culture through 

the amalgamation of their organisations. I argue that Federation A’s approach to 

amalgamation is an example of how dominant assumptions about gender can be 

deconstructed thus opening up opportunities for women in leadership. Women in 

leadership roles within Federation A exercised power through having a voice within 

the strategic planning and governance process to work towards an inclusive culture. 

This finding is significant as it provides a space for the possibility for the other four 

federations and Australian sporting bodies to be more reflexive about gender 

inclusiveness and diversity throughout the process of amalgamation. 

 

The second theme in my analysis, ‘gendered construction of leadership’, identified the 

discourses and leadership rationalities that shaped how men and women within 

Federations B, C, D and E constructed the reasons why there were few women in 

leadership roles within the board composition of the newly amalgamated federations 

through three sub-themes. The first sub-theme, ‘natural progression’, examined how 

participants from Federations A, B, C and E articulated how women in leadership 

roles would naturally occur as women’s participation numbers grow. The gendered 

discourse of natural progression was underpinned by assumptions about 

organisational change as evolutionary and quantifiably translated from participation 

on the field to leading in the office. Therefore, no board members or executive 

managers need to take responsibility in the federation to instigate changes as in policy 
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and practice, it will naturally occur. The gendered discourse of natural progression 

also negated how the male-dominated culture of football contributed to the imbalance 

of women in leadership roles at the State level of football. I also identified how 

members of Federations A, B and D highlighted the difficulty that many women 

experience in advancing within ‘non-traditional’ sporting sectors and the gendered 

image of football as a whole. I argued that participants from Federations A, B and D 

perceived football as a masculine sport, run by men and this is the reason they gave 

for the minimal number of women in leadership roles.   

 

In the second sub-theme, ‘democratic process’, I identified the gendered explanations 

organisational members from Federations C and D used to make sense of the reasons 

why women are not voted onto their State boards. A key finding in my analysis was 

that the democratic process may be impeding opportunities for women to obtain 

leadership roles as the gender composition of the voters was predominantly men which 

was reflected in the gender composition of leadership roles within Federations C and D. 

A key area in terms of the focus on leadership change within Federations C and D may 

be through implementing strategies to educate their voters and executive management 

on the economic and cultural advantages of having women in key leadership roles. In 

the final sub-theme I identified how Federations C and D drew upon the notion of 

‘exceptional woman’ when searching for an appropriate woman to be appointed to their 

boards to enhance their organisational performance. Federation C and D was only 

looking to appoint women who had specific skills that related to corporate financial 

management. For example, women working in law or in the financial business sector 

which reflected masculine discourses of heroic leadership. This high expectation held 

by the current men on the board and in executive management positions ensured that 

the male-dominated culture of football remained normalised.  

 

My contribution to research relates to moving beyond the view of individuals as leaders 

in sport organisations to incorporate how organisational processes can shape leadership 

opportunities through inclusive management practices. For example, the organisational 

culture, logic and structure are interconnected through the gendered discourses women 

and men used within the five federations to construct the governance and leadership 

changes within the newly amalgamated federations. Including women in leadership as a 

key area within the strategic planning process of the State federations, through specific 
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discourses and values about inclusiveness and diversity may then be embedded in their 

organisational culture.  
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CHAPTER SEVEN 

 

Transforming leadership practices and envisioning a gender inclusive culture 

 

 

7.0 Introduction 

 

In Chapters Four, Five, and Six I have identified how the lack of women in leadership 

roles had not been recognised as a key governance issue within the amalgamation 

process of the five federations. Therefore, there have been no, or only very limited, 

formal policy frameworks and governance practices that have promoted women in 

leadership. In this chapter I explore, through thematic analysis across multi-case 

studies, how normative gender expectations were challenged or not challenged through 

actions and interactions of women who were successful in being appointed or elected to 

leadership roles within their respective federations. I identify how gender is ‘done’ and 

‘undone’ by women and men in leadership roles and focus on how participants 

problematise women in leadership roles, gender inclusion and diversity.  I explore how 

women govern their conduct and negotiate multiple subjectivities through a range of 

management practices that they deploy. As Deutsch (2007) and Lorber (2000) have 

argued, much research that focuses on the ‘doing’ of gender tends to focus only on the 

ways in which normative gender expectations, meanings and behaviour are reinforced 

(such as men in key leadership positions). However, little attention has been given to 

the ways in which such situations are also places where gender is undone- that is, where 

dominant gendered meanings are challenged and/or changed through actions and 

interactions (Deutsch, 2007; Lorber, 2000). In this chapter I focus on how women in 

leadership roles within the State federations negotiate multiple subjectivities through a 

range of management practices that they deploy to challenge the masculine construction 

of leadership.   

 

 

The second half of the chapter explores the operational and organisational strategies 

developed by senior executive managers, executive managers and board members from 

Federations A, B, C and D to bring about leadership change to create opportunities for 

women. However, my research identified that Federation E did not acknowledge that 

the problem of gender equity exists and, therefore, no strategies had been put in place to 

create opportunities for women in leadership roles. Therefore, Federation E is not 

included within the following themes and analysis.  
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In the first half of the chapter I draw upon Foucault’s (1991c, 1982, 1994) work on 

governmentality to focus on how women in leadership roles govern themselves and 

how they are governed by the federations. Gordon suggested that (1991, p.2-3) 

government as the ‘conduct of conduct’ concerned “the relation between self and self, 

private interpersonal relations involving some form of control or guidance, and 

relations with social institutions and communities”. I explore the types of self-

management strategies women adopt to resist and fit into the masculine leadership 

culture to ‘do’ sport leadership and create change. My contribution to research may 

open up questions on ‘doing’ gendered leadership as a contested practice within the 

State federations, thus challenging the heroic norms of leadership which is highly 

masculinised to a post-heroic view of leadership, where leadership is conceived as a 

social, relational and shared practice (Cunliffe & Eriksen, 2011; Fletcher, 2004; 

Sinclair, 1998, 2005, 2007).  

 

Foucault’s work on governmentality has enabled me to examine how individuals 

govern themselves as gendered selves within their specific State federations through a 

feminist perspective. I draw upon Amanda Sinclair’s (1998, 2005, 2007) work on doing 

leadership differently; Lewis and Simpson (2010), and Simpson and Lewis’s (2005, 

2007) work on invisibility and visibility of women in leadership roles. Therefore, I 

explore how women negotiated and challenged the existing male-dominated culture 

through strategies that redefined and reworked the construction of leadership. As stated 

in Chapter Two (section 2.1.1) leadership is defined as: 

 

A social influence process through which emergent coordination (i.e. 

evolving social order) and change (i.e. new values, attitudes, approaches, 

behaviours) are constructed and produced (Uhl-Bien, 2006. p.668).  

 

Leadership, therefore, can be exercised by individuals located in the middle or at the 

bottom of organisations, by people without formal authority, as much as by the CEO. In 

contrast to understandings of management, which focus on the ongoing controlling of 

resources and tasks, leadership is generally thought to include an interest in change: on 

challenging the status quo or envisioning a new way forward.  

 

Therefore, I examine how the concept of leadership is steeped in a masculine history 

and defined by subtle and deeply rooted cultural norms and values in organisations 
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(Merrill-Sands & Kolb, 2001; Meyerson & Fletcher, 2000; Nentwich, 2006; Simpson & 

Lewis, 2005; Sinclair, 1994, 1998, 2005, 2007). Sinclair’s (1998, 2005, 2007) research 

suggested that constructs of effective leadership in business organisations continue to 

be based on the masculine qualities attributed to heroic or exceptional individuals. 

Alvesson and Sveningsson (2003, p.1435) agree, stating that “contemporary discussions 

about leadership still commonly frame it in terms of visionary and heroic images”. 

Merrill-Sands and Kolb (2001), and Still (2006), conclude that women may have the 

required skills, but are not seen culturally as leaders in comparison to men. 

Claringbould and Knopper’s (2007, 2008) study identified that the existing culture and 

gendered structure of board members within National sporting organisations may be 

hindering opportunities for women to gain leadership positions.  

 

Women’s exercise of leadership or leadership capacities can thus be invisible within 

sport organisations that value heroic performances on and off the field. By drawing on 

work by Lewis and Simpson (2010), and Simpson and Lewis’s (2005, 2007), I examine 

how women move between states of being visible and invisible within leadership roles 

within the football federations. I also draw on Witz’s (1990, 1992) work on ‘fit’ and 

‘lack of fit’ of women negotiating their gendered leadership roles on sport boards that 

informs Simpson and Lewis (2005, 2007) and Lewis and Simpson (2010) work on the 

(in)visibility of women in leadership roles. In particular, I focus on surface and deep 

level (in)visibility in the State federations by exploring how (in)visibility operates and 

is produced and reproduced in organisations through organisational processes and 

practices (Lewis & Simpson, 2010).  

 

Surface level (in)visibility within this chapter refers to women being excluded, absent 

or marginalised or marked as different due to a proportionate imbalance of women in 

leadership roles, while deep level (in)visibility is concerned with how power is 

maintained through (in)visibility. Deep level (in)visibility (Simpson & Lewis, 2005, 

2007) looks beneath the surface to explore the power of invisibility and how the 

masculine leadership norm has rendered men invisible as objects of analysis resulting in 

the masculine norm to be perceived as normal/natural within the leadership structures 

of the State football federations. The main purpose of this chapter, therefore, is to 

address the following question: How did women leaders learn to govern themselves and 

move between states of visibility and invisibility to practice and be accepted as leaders?  
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I present my findings and analysis through two themes. The first theme, ‘negotiating 

gendered leadership’, examines how women in positions of leadership within the State 

federations challenge the normative notions of leadership. I focus on how women 

leaders learn to move between states of visibility and invisibility to practice and be 

accepted as leaders (Lewis & Simpson, 2010; Simpson & Lewis, 2005, 2007). I then 

explore how men who hold key decision making positions perceived women fitting into 

the masculine leadership culture of football. I consider how men perceived women in 

executive management and board positions constantly negotiating their ‘fit’ within the 

masculine leadership culture of the State federations.  

 

The second theme, ‘creating and sustaining gender diversity and leadership in football’, 

examines how the minimal representation of women in leadership has been addressed 

by senior executive managers, executive managers and board members across 

Federations A, B, C and D. I draw upon Foucault’s (1982, 1991c, 1994) work on 

governmentality to focus on how the State federations govern themselves when 

addressing gender equity and organisational change. I consider how the federations are 

envisioning a gender inclusive organisation through multiple strategies relating to 

making women’s leadership visible. The two sub-themes that I identified through the 

participants responses included shifting the ‘discursive construction of management and 

leadership’ and ‘transformational leadership strategies’. The first sub-theme, ‘discursive 

constructions of management and leadership’, examines how participants from 

Federations A, B and C implemented diversity management strategies to bring about 

organisational and cultural change that may provide opportunities for women to attain 

leadership roles. The second sub-theme, ‘construction of leadership pathways’, 

examines participants’ explanations of the career progression and leadership pathways 

provided by Federations A, B and C to advance women into key decision making roles.  

 

I explore the discourses operating that shaped how women perceived career 

opportunities within their federations and how specific senior executive managers had 

provided opportunities for women to progress within the federations. I then identify 

how participants within executive management and board positions perceive identifying 

and tapping women on the shoulder; the importance of women ‘being known’ and 
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becoming visible in the industry; networking and mentoring as important strategies to 

advance women into leadership roles within football. 

 

7.1 Negotiating gendered leadership 

This theme identifies how women learned to move between states of invisibility and 

visibility to practice and be accepted as leaders (Lewis & Simpson, 2010) within 

Federations A, B and C. At the time of my research, Federation D had only one woman 

as an executive support staff member and Federation E had no women in executive 

management and board roles, but had two women in executive support roles. The 

women within Federations D and E did not suggest that they had to negotiate the male-

dominated culture within their leadership roles so they are not included in my analysis. 

This became evident when executive support staff member, Michelle, from Federation 

D, spoke about her leadership role. Michelle remarked:  

 

I have never experienced any problems when dealing with men within this 

organisation. As far as advancing within this organisation I am not interested 

and to be honest I am coming toward the end of my career. I am not trying 

to go up I am trying to go down the career ladder. I have no aspirations what 

so ever I am trying to give up work not further my career. 

 

Michelle’s comment illustrates how she never identified having to negotiate the male-

dominated culture within her leadership role. I argue that this was because Michelle had 

no aspirations in advancing within Federation D as she was coming towards the end of 

her career. Therefore, in Federation D, Michelle had become invisible within the 

leadership culture (Lewis & Simpson, 2010; Simpson & Lewis, 2005, 2007).  

 

In this section I explore the strategies and behaviours women adopt to enter and be 

successful as leaders within Federations A, B and C thus becoming invisible within the 

male-dominated culture (Lewis & Simpson, 2010; Simpson & Lewis, 2005, 2007). 

Witz (1990, 1992) suggested women’s use of behaviours commonly associated with 

either gender may be situation-specific as they negotiate gender so that they ‘fit’ certain 

constructions of leadership (Witz, 1990, 1992). I go on to identify how men within 

senior executive management, senior executives and board members perceive women 

fitting into the male-dominated culture of football. Men’s experiences are important to 

my research as they were aware that a male-dominated culture exists and that women 
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have had to adapt to become part of the management structure. These men in key 

leadership roles also have the capacity to instigate practical solutions and organisational 

strategies to bring about leadership and cultural change to create opportunities for 

women. My argument is supported by Claringbould and Knoppers’ (2007) work that 

identified how men in board roles of national sport organisations in the Netherlands 

worked towards a gendered balance board. They encouraged social diversity through 

their method of recruiting and selecting board members and were conscious that such 

procedures could be gendered. They looked beyond their own masculine networks to 

find new candidates and tried to be aware of possible gender biases. Additionally, in the 

Australian business sector the development of the Male Champions of Change (MCC) 

proposal is committed to discussing and promoting strategies and actions that elevate 

women’s representation in leadership (Australian Human Rights Commission, 2011, 

2013).  

  

I begin my analysis by exploring comments made by women participants from 

Federations A, B and C in relation to how they were able to enter into leadership 

positions by adopting work practices that have become normalised as masculine. Board 

member, Anne, from Federation B, suggested that if women wanted to succeed in an 

environment that was dominated by masculine models of management, such as heroic 

leadership styles, women needed to emulate these work practices. Anne reflected:  

 

You have got to be very assertive and some women do not like being like 

that, some it does suit, some it does not. People I find who are higher up in 

the boards or higher up in management are quite assertive women. You can 

still be a woman, like the board of directors. I have to laugh because when I 

come in they shake hands with each another, and they give me a kiss 

(laughs). They still recognise that I am still a woman, even though I am 

assertive and I will say what I think. You can still be a woman but be 

assertive; they open the door for me… I am still a woman but when I am in 

the boardroom, I am also a board member as well. I have been called the 

‘wicked witch of the west’ but people will respect you because they know 

you won’t put up with it and you won’t certainly put up with being put 

down. You know, fobbed off if your opinion is not wanted. Well then, you 

have to be assertive, you have to gain people’s confidence that you are 

assertive. At the board level I am probably treated just the same as the men, 

I give them as much as they give me.  
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Anne’s comment illustrates multiplicity, fragmentation and tensions in the way in 

which she was identified by the other board members who were all men. On the one 

hand, she wants to be assertive which relates to a conventionally masculine 

management approach to decision making. On the other hand, Anne perceived that it 

was important that the men on the board still treated her as a woman, for example, men 

opening the door when she enters the boardroom. Like her female counterparts in the 

boardrooms described by Sinclair’s (1998) research, Anne engaged in a variety of 

gender management strategies to try and overcome the tension between her positions as 

‘sport leaders’ and ‘woman’. Therefore, Anne’s subjectivity and position were never 

unified or singular but were constructed and performed through specific domains of 

knowledge and power relations within contexts such as the boardroom that she was 

acutely aware of (Foucault, 1997). I suggest that Anne had been successful in 

negotiating power relations and the masculine leadership culture through governing her 

conduct (Foucault, 1997). As Martin and Meyerson (1998); and Lewis and Simpson 

(2010) point out, the performance of ‘masculinities’ by women is not straightforward.  

For example, Anne’s assertiveness and having her opinions heard was her exercising of 

power and subtle resistance to the forces that may create surface and deep level (in) 

visibility.  

 

Similarly, executive manager, Octavia, from Federation C, discussed the importance of 

making one self visible in particular ways, such as social events within the federation. 

Octavia stated: 

 

I think it is very important to be involved in Friday night drinks if you can 

go sometimes, go to be seen, be a little bit sociable with your colleagues. 

  

 

Octavia discussed the importance of networking and trying to be accepted within the 

‘boys’ club’ as many decisions are made informally over drinks. Octavia suggested that 

when women are not included or do not attend social functions they become invisible 

within the decision making process and network-building opportunities that occur 

within these informal practices (Bird, 1996; Lewis & Simpson, 2010; Woodward, 

1996). I argue that in order for women to be successful at the higher levels of 

organisations, they may have to break into men’s networks in order to access the 
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knowledge and power that is held within them (Davidson & Burke, 2004; Davidson & 

Black, 2001; Rutherford, 2001b). As my analysis has shown, Octavia used the strategy 

of going to social events to become visible within the leadership culture of Federation 

C. However, many women are excluded, partly because men in powerful networks 

communicate in ways that overlook women’s participation (Lewis & Simpson, 2010; 

Witz, 1990, 1992; Woodward, 1996), or women may be actively discouraged as a result 

of men not inviting them to male dominated social activities (Collinson & Hearn, 1996; 

2001; Knights & Kerfoot, 2004).  

 

Although Octavia acknowledges the importance of social networking her challenge is 

that she is married with a young child and has had to negotiate family commitments to 

attend social functions after work. Therefore, informal practices such as drinks after 

work are clearly gendered as they undermine those who undertake major 

responsibility for traditionally feminine roles (Meyerson & Fletcher, 2000), and 

privilege those who are better able to conform to the existing male-dominated culture.  

 

I argue that this gender contradiction is particular to women and can be exemplified by 

the idea of ‘gender switching’ (Bruni & Gherardi, 2002), where women switch between 

male and female identities in order to advance their leadership careers. In this way, 

Anne and Octavia, at times, promoted their femininity and, at other times, embodied a 

style associated with masculinity, thus simultaneously revealing and concealing their 

gender. While Lewis and Simpson (2010) note that those strategies such as gender 

switching can prove advantageous in providing an alternative positioning, they also 

observe the risk that it may draw attention to alterity. For example, Anne may be 

positioned as ‘other’; she is neither conforming fully to the female gender stereotype 

through use of masculine behaviours nor conforming fully to the prevalent male 

leadership norm by drawing attention to her femininity. Binns (2010) research of men 

and women leaders noted the contradictory nature of what she refers to as ‘corporeal 

(in) visibility’, that is, where women’s bodies are simultaneously invisible through their 

absence from leadership contexts and yet highly visible should they enter into the 

dominant world of leadership. I argue that these understandings of the dynamics of (in) 

visibility have important implications for women in leadership roles. Learning to move 

between states of visibility and invisibility can be challenging and also provide 

opportunity. As my analysis has shown, women leaders such as Anne and Octavia 
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invoked (in) visibility not only as a strategic device to challenge power relations within 

their State federations but also as a strategy to present a particular status quo to their 

own advantage.  

 

I identified that Anne and Octavia used certain strategies in the micro-management of 

self that assisted them to ‘play by the rules’ within their federations to be accepted 

within the male-dominated culture of management. For example, Octavia attending 

social functions after work to have an input into organisational decisions made over 

drinks. I contend that visibility played a role in Octavia building trust with the men in 

leadership roles within Federation C (Chapter Six, section 6.1 for a detailed discussion 

on the importance of building trust to create organisational and leadership changes).    

 

Additionally, senior executive manager, TM, from Federation A, acknowledged a 

hyper-awareness of performing a feminine subject position that required her to 

recognise and acknowledge all stakeholders in her federation. For example, TM 

performed a micro-management of ‘self’ (Foucault, 1997c) when she said that if she 

only mentioned the women then she was seen as favouring them over the men’s game. 

TM explained:  

    

I think we have to be conscious as a woman in a management role in 

football to be very careful that we always mention the blokes, and the 

referees and the juniors at the same time as the women. 

 

 

TM’s comment illustrates how women marginalise their gender within leadership roles 

and the complexity of being conscious about mentioning all aspects of football when 

addressing stakeholders. I argue that men in leadership roles did not perceive that they 

had to discuss women’s participation in football, women in leadership nor gender 

equity when addressing stakeholders and dealing with their organisational strategic 

planning (See Chapter Five, section 5.2.1).  

 

To circumvent the masculine embodiment of leadership and to secure and legitimate 

their position, Anne, Octavia and TM engaged in a range of strategies. These ‘strategies 

of managing gender’ (Sheppard, 1989, p. 144) required them to redefine and rework the 

construction of masculinity and femininity. Sinclair’s (1994, 1998, 2005, 2007) 
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research into doing leadership differently suggested that women managed their gender 

to deal with the fact that in the boardrooms of executive Australia, femininity is 

considered a pejorative term. To have influence and authority as managers, Anne, 

Octavia and TM, at times, were required to camouflage their femininity and engage in 

discourses of masculinity. Their ‘difference’ as women was made invisible, therefore 

they were perceived as fitting into the masculine leadership culture. As my analysis has 

shown leadership roles within football were gendered hence highlighting the 

complexity about how Anne, Octavia and TM governed their conduct constantly 

moving between states of (in) visibility. Anne, Octavia and TM’s  experiences 

highlighted learning about deep (in) visibility and the dynamics of power relations 

(Lewis & Simpson, 2010; Simpson & Lewis, 2005, 2007). I argue that the power of 

invisibility had rendered men invisible as objects of analysis resulting in the masculine 

norm being perceived as normal/natural within the leadership structures of  Federations 

A, B and C.  

 

In this section I explore how women are positioned in the male-dominated culture as 

different and how they managed that difference in relation to men. My analysis 

involves three interviews with women from Federations A, B and C. I have not used 

other interviews with women from my research as they did not acknowledge that they 

were positioned differently within the culture of their federations. I begin my analysis 

by exploring comments made by executive manager, Jessica, from Federation B, in 

relation to working in football. Jessica reflected:   

 

I think working in soccer is extremely tough and I think the women in here 

including myself, from the receptionist to executive managers, will tell you 

that it is tough, it is just constant, it never goes away, it’s just demand, 

demand, demand, push, push, push. The CEO is quite a pushy boss. He gets 

the blood out of a stone and women, I think, are at the risk in this sport of 

burning out a bit and getting a bit exhausted.  

 

 

Jessica used the metaphor ‘tough’ to describe her experiences of working in the 

masculine sporting culture of football and that some women within Federation B have 

had to adapt to this culture when working in the administrative side of the game to be 

successful. Additionally, executive support staff member, Mandy, from Federation C, 
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also experienced how women have emotionally dealt with the stakeholders of football. 

Mandy reflected: 

A lot of the staff here have adopted quite a tough skin. Our competitions 

manager when she started, she said she used to take things quite personally 

and now she has been here for about five years, she has got the toughest skin 

of anyone I know. 

 

The metaphor of ‘tough’ used by Jessica and Mandy suggested that women had 

experienced difficult situations when interacting with stakeholders and staff members 

and, therefore have had to negotiate their subjectivity and management styles to ‘fit’ 

into the male-dominated culture of the football federations (Foucault, 1997c; Witz, 

1990; 1992). Jessica and Mandy’s work experiences reflect, I believe, the complexity of 

different leadership situations where they had to continually assess the situation and 

then adjust their leadership practices. Furthermore, Mandy stated that there were no 

issues when dealing with internal staff within Federation C. However, she explicitly 

spoke about the tensions that occur when dealing with external stakeholders. Mandy 

elaborated:  

 

Not staff but more the communications that you have with members that 

have that ethnic background. I would not say they disrespect women but 

they do not respect them as much as men. I have had incidences where some 

members will not listen to what I say and will refuse to speak to me and will 

only speak to the CEO. Whether that is because I am a woman I do not 

know but they are the general offenders.  

 

 

Jessica, Mandy and the women administrators within Federations B and C had adopted 

management/leadership practices that showed little emotion (becoming tough) in 

relation to decision making in order to be perceived as competent administrators. 

Jessica and Mandy have had to negotiate their subjectivity and management styles to 

become visible and fit into the male-dominated culture of football (Lewis & Simpson, 

2010). My findings relate to Miller’s (2004, p.48) empirical study of the experience of 

women engineers in the Canadian oil industry that portrays women’s leadership 

learning as given form by “a powerfully masculine culture”, involving learning to adapt 

to men’s rules by not showing emotion.  

 

From a board perspective, Vanessa, who is Vice President of Federation A’s board, 

spoke about her experiences within her federation where women’s opinions are valued. 
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However, within ‘club land’ (grassroots level of football) she has experienced that men, 

particularly from different ethnic backgrounds, will discuss football with male board 

members but their working relationship with women has been perceived as tokenistic. 

This situation relates to the constant tension and struggle women face when dealing 

with ethnic specific clubs whilst trying to develop a working relationship to resolve 

decisions relating to their club’s football competitions. Vanessa recalled:   

 

Within our organisation, women are valued. But externally, if Jerry (board 

member) turned up to a men’s club, they would take him a lot more 

seriously. For example, like the Croatian club. The older men from those 

cultures tend to take the men more seriously than if a woman turned up. I 

am just as a much in a position to make any of the decisions that they are 

discussing with Jerry. I have, in fact, got the same number of votes. That is 

interesting but to me that is just a broader cultural thing as well.  

 

The implicit gendered assumptions made by the club that men hold the power and 

knowledge makes visible the historically male-dominated culture and norms embedded 

within the Croatian culture in relation to the role of women in society. Those who fit 

the norm, men in leadership roles, may then typically be rendered invisible whilst those 

who do not fit the norm (women in leadership roles) may be highly visible, and thus 

tolerated as minority strangers or remain at the edges of the norm working hard to gain 

access (Lewis & Simpson, 2010; Witz, 1990, 1992). It is interesting to note that the 

culture of the Croatian club valued certain masculine leadership styles and assumed that 

Vanessa has not learnt the cultural codes and behavioural conducts of sport, therefore, 

they did not respect her as a key decision maker within football (Cameron, 1996, 1998).  

 

I contend that Jessica, Mandy and Vanessa’s leadership experiences are examples of 

how they dealt with the intersection of masculinity and culture and how their sense of 

self and subjectivity is always performed in different ways due to these intersections 

(Davis, 2008; Mol, 2002; Styhre & Eriksson-Zetterquist, 2008). My analysis is 

supported by Mol’s (2002) research that suggested intersectionality is a concept that 

insists on thinking the multiple, that is, that subject positions are never unified and 

singular but always that which emerges in relation to specific domains of knowledge 

and power relations. As Claringbould and Knoppers (2007) have argued in their 

research on how women negotiate their fit as candidates for boards of national sporting 

organisations (in the Netherlands), when women candidates become board members, 
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they must be able to adapt to the culture, although physically they do not fit.  The 

results of Claringbould and Knoppers’ (2007) research provided evidence that men 

control boards by framing the recruitment and selection in such a way as to reproduce 

the male dominated culture in the board. Where as women tended to negotiate their 

entry onto boards by distancing themselves from their gender and proving their fit.  

 

My analysis now turns to how men who hold key decision making positions perceived 

women fitting into the masculine leadership culture of football. This is important to my 

research as men’s awareness of how women are positioned within the leadership roles 

and experience sport organisations is important in creating cultural change, as it enables 

gender issues to be ‘seen’ as more than just a women’s problem (Australian Human 

Rights Commission, 2011, 2013; Claringbould & Knoppers, 2007, 2008; Shaw & 

Frisby, 2006; Shaw & Hoeber, 2003). Initially, when I began interviewing men across 

Federations A, B, C and D it was apparent how dominant the notion of ‘fit’ was in 

discourses about the gendered construction of leadership. Witz (1990, 1992) suggested 

that women’s use of behaviours commonly associated with either gender may be 

situation-specific as they negotiate gender so that they ‘fit’ certain constructions of 

leadership (Witz, 1990, 1992). I argue that by women fitting into the leadership norm 

they become invisible within the State federations. My argument is supported by Lewis 

and Simpson’s (2010) research that examined how (in) visibility operates in multiple 

ways. They illustrated how organisational leadership practices and processes both 

produce and reproduce invisibility or high visibility in organisations. This became 

evident when senior executive manager, Greg, from Federation C, spoke about women 

in executive management and board positions constantly negotiating their ‘fit’ within 

the masculine management culture of the new sporting body. As Greg recalled:  

 

Octavia, one of our executive managers, has adopted male leadership 

qualities when dealing with the tribunal and disciplinary area of the 

federation. But in other circumstances I have seen her liaisons with 

stakeholders being strong in her decision making yet at times showing 

empathy and due consideration within management practices that impact on 

teams and associations.  

 

Greg interpreted how Octavia had displayed multiple gender identities to fit into the 

normalised masculine leadership culture of Federation C (Witz, 1990, 1992). I contend 

that Octavia governed her conduct by taking on a masculine subject position when 
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dealing with the tribunal and disciplinary areas of football but she also displayed an 

alternative self (Foucault, 1977c). For example, Octavia was challenging the masculine 

discourses of leadership through offering a different leadership approach that 

demonstrated empathy towards stakeholders. I argue that Octavia’s display of multiple 

‘selves’ reflected Foucault’s notion that the self is “necessarily unstable, disunited and 

fragmented… (and is) produced in specific historical and institutional sites within 

specific discursive formations and practices, by specific enunciative strategies” 

(Andrews, 2000, p.115). Therefore, Octavia performed multiple selves in different 

management contexts thus the binary system of gender was at times disputed and 

challenged (Billing, 2011; Foucault, 1977c). I contend that men within Federation C 

perceived Octavia’s leadership as being flexible in the way that she moved between 

masculine and feminine leadership constructions. However, this may reinforce the 

masculine view that the culture of Federation C does not have to change to be more 

inclusive of women in leadership roles, that women will have the capability of adapting 

to different situations.   

 

Additionally, Octavia learned to move between states of visibility and invisibility to be 

accepted within Federation C’s leadership culture (Lewis & Simpson, 2010). I 

identified how gender was ‘done’ and ‘undone’ by Octavia as Deutsch (2007) and 

Lorber (2000) have argued much research that focuses on the ‘doing’ of gender tends to 

focus only on the ways in which normative gender expectations, meanings and 

behaviour are reinforced (such as men in key leadership positions). However, Octavia’s 

interactions with different stakeholders reflects the ways in which such leadership 

situations are also places where gender was undone- that is, where dominant gendered 

meanings are challenged and/or changed through actions and interactions (Deutsch, 

2007; Lorber, 2000).  

 

Similarly, senior executive, Paul, from Federation B, suggested that women in 

executive management roles are constantly aware of the way that they are required to 

interact with clubs to ‘fit into’ the male-dominated culture. Paul stated: 

 

Women have to be very careful that they always mention the blokes, and the 

referees and the juniors at the same time as the women, so they are not seen 

as being focused only on the women’s side of football. I have seen our 

women executives be assertive in workplace interactions with men about 
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certain policies and then be able to effectively communicate and show 

empathy in certain circumstances such as dealing with clubs and their 

problems.  

 

Women executives within Federations B and C had behaved in ways that are associated 

with the normalised masculine leadership culture to prove their capability and to gain 

respect through the managerial discourse of being assertive (Lewis & Simpson, 2010, 

Witz, 1990; 1992). At the same time, they display ‘feminine’ leadership qualities such 

as empathy towards administration issues within club associations. This is an example 

of ‘gender switching’ (Bruni & Gherardi, 2002), where women switch between male 

and female leadership roles in order to advance their careers. A key point here is that 

women have to excel at both masculine and feminine leadership qualities to be visible 

within their federations. I argue that women executives were seen by men to engage in 

what Ross-Smith et al. (2007) refer to as ‘maintenance’ emotion work, roles such as 

care giving, peacemaking and conflict management. Board member, Jack, from 

Federation A, reflected on how women needed to be confident and assertive to be made 

visible on sporting boards and within management practices. Jack reflected:  

 

I think that you need to be reasonably confident as a woman or a man but I 

think it is more important for a woman because of the situation of most 

boards being male dominated. You need to be able to be assertive, to get 

your view across and I think that would be a significant barrier if the board 

operation wasn’t well run, where he who talks the loudest wins.  

 

Although women are formally included in Jack’s board structure, they still can be 

marginalised through patterns of interactions and the creation of meanings or common 

sense (Knoppers & Anthonissen, 2005). For example, a woman board member can be 

marginalised in interactions when men perform dominant discourses of hyper-

masculinity within board interactions, such as, engaging in aggressive behaviour like 

talking the loudest and forcing their point of view onto other board members.  

 

Similarly, senior executive manager, Matt, from Federation D, discussed how his 

personal assistant (PA) has become assertive to cope with the male-dominated culture 

of football. He also drew upon the notion of his PA being ‘vulnerable’ and that 

although she is a capable administrator she takes her role personally which can be to 

her detriment. Matt recalled:  

 



219 

 

My PA is a very, very capable lady and I think September last year she had 

had enough and she said she was leaving and I said,  just don’t leave at this 

point in time. Obviously, she has learnt to cope with some of the issues, by 

being more objective and assertive. One of the things that makes her very 

special but also very vulnerable is that she is extremely proud of her work 

performance and that makes her invaluable from my perspective but it 

makes her a fair target because anyone who seeks to criticise any 

administrative aspect of the organisation she takes very personally. She has 

had to learn to deal with that and I have had to learn to shelter her a little bit 

from the criticisms. You know criticisms are generally about people’s 

perceptions of what is happening rather than the realities of what is 

happening, so it is just something that I deal with far better than she does. 

 

 

It appears that Jack and Matt are unaware of how the leadership cultures in their 

federations shape how women are either made invisible by fitting into the culture or 

made visible by challenging the existing masculine norm (Lewis & Simpson, 2010; 

Witz, 1990, 1992). Matt practised a kind of paternalistic masculinity intending to be 

helpful but his actions reflected a stereotype that women are vulnerable and need 

rescuing (Martin, 2001, 2006). Although maybe well intentioned, Matt’s behaviour 

fosters the very stereotype upon which it is premised: women need men’s help; they 

need to be rescued rather than the male-dominated culture being problematic. 

Additionally, by Matt’s PA showing emotion and taking criticism personally reflected 

how she had become visible within the federation by not fitting into the masculine norm 

where leadership positions are associated with objectivity, rationality and logic (Lewis 

& Simpson, 2010).  It appears to be hard for men to value women’s leadership as they 

have to step beyond the heroic norms of leadership which is highly masculinised to a 

post-heroic view of leadership, where leadership is conceived as a social, relational and 

shared practice.  

 

This theme has identified the gendered explanations women and men in leadership roles 

used to articulate how women have negotiated their fit within the existing masculine 

leadership culture. The key finding within this theme identified how women moved 

between states of visibility and invisibility which was at times was challenging but also 

provided leadership opportunities.  

 

As my analysis has shown, women leaders invoked (in)visibility as a strategic device to 

challenge power relations within their State federations thus moving beyond the current 
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model of  heroic leadership within the federations. My contribution to research relates 

to examining how issues of (in)visibility illuminates ways in which gender is revealed 

and concealed within the State federations, including tactics of exposing gender and 

disappearing gender. I have identified the way in which individual performances 

(women in leadership roles) are affected by prevailing gender discourses (male-

dominated culture) where certain interests, experiences and knowledge are privileged 

over others. According to Kempster and Stewart (2010, p.208) there is limited 

understanding of the “influence and connectivity of context and process that shape the 

development of leadership practice.” Leadership learning and practice, they write, can 

be viewed as two sides of the same coin connecting local knowledge and action. I argue 

that Kempster and Stewart’s (2010) research provides a space to move beyond the 

current model of leadership within the State football federations which is one of heroic 

leadership. Therefore, challenging the heroic norms of leadership which is highly 

masculinised to a post-heroic view of leadership, where leadership is conceived as a 

social, relational and shared practice (Cunliffe & Eriksen, 2011; Fletcher, 2004). Jepson 

(2009, p.68) suggested that a post-heroic view of leadership is a process that is 

“constructed over time through the interaction, interpretation and sense making of 

people.” 

 

In the second half of the chapter I draw upon Foucault’s (1982, 1991c, 1994) work on 

governmentality to focus on how the State federations are governing themselves 

through their operational and organisational strategies to bring about leadership and 

cultural change to create opportunities for women. Although there is little evidence of 

specific strategic plans or policies put in place to address women in leadership roles 

within Federations A, B and C, senior executive managers, executive managers and 

board members from these federations have begun to implement change through their 

structural and cultural practices. This production of gendered knowledge may 

contribute to the transformation of organisational meanings and practices that create 

opportunities for women to exercise leadership in any roles or positions within the 

newly formed federations. However, my research identified that Federations D and E 

did not acknowledge the problem of gender equity. Therefore, no strategies were put in 

place to create opportunities for women in leadership roles within Federations D and E 

resulting in the absence of practical solutions and organisational strategies. Therefore, 

Federations D and E were not included within the following theme and analysis.  
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7.2 Creating and sustaining gender diversity and leadership in football 

 

Within this theme I identify how the minimal representation of women in leadership 

roles has been addressed by senior executive managers, executive managers and board 

members across Federations A, B and C. My research revealed multiple strategies 

relating to making women in leadership visible through their management practices and 

strategic planning policies to create gender awareness and bring about organisational 

and cultural change. The two sub-themes that I identified through the participants’ 

responses included ‘discursive constructions of management and leadership’ and 

‘transformational leadership strategies’. The first sub-theme, ‘shifting the discursive 

constructions of management and leadership’, examines how participants from 

Federations A, B and C implemented diversity management strategies to bring about 

organisational and cultural change that may provide opportunities for women to attain 

leadership roles. The second sub-theme, ‘transformational leadership strategies’, 

examines participants’ explanations of the career progression and leadership pathways 

provided by Federations A, B and C to advance women into key decision making roles. 

I explore the discourses operating that shaped how women perceived career 

opportunities within their federations and how specific senior executive managers had 

provided opportunities for women to progress within the federations. I then identify 

how participants within executive management and board positions perceive identifying 

and tapping women on the shoulder; the importance of women ‘being known’ and 

becoming visible in the industry; networking and mentoring as important strategies to 

advance women into leadership roles within football. 

 

7.2.1 Shifting the discursive constructions of management and leadership 

 

I begin my analysis by exploring comments made by participants from Federations A, 

B and C in relation to the construction of diversity management strategies to bring 

about organisational and cultural change that may  provide opportunities for women to 

attain leadership roles. As Cunningham’s (2008) research suggested, there is consistent 

evidence that diversity can positively influence important individual, group and 

organisational outcomes. According to Doherty and Chelladurai (1999), organisations 

benefit from diversity when they establish a culture of diversity. An organisational 

culture of diversity is characterised by a respect for differences, flexibility, tolerance of 
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ambiguity and conflict, and an orientation towards people vs. tasks. To date, the 

literature suggests that many organisations recognise the potential benefits of workplace 

diversity, but do little to ensure an environment where those benefits may be realised 

(Cunningham & Singer, 2009; Fink, Pastore & Riemer, 2001, 2003; Taylor, 2003). I 

identify how Federations A, B and C have a collection of people who had a strong 

commitment to the gender change process 

 

My analysis of the participants’ perceptions and experiences with regard to diversity 

may offer insights into the dynamics of power and patterns of change associated with a 

culture of diversity.  For the purpose of my analysis the definition of diversity 

management is to change the organisational culture in a way that it becomes open, 

welcome and a supportive environment for all people (Kersten, 2000). However, 

organisational culture is not quickly or easily manipulated and changed as Schein 

(1990, p.116) argued, “Just as individuals do not easily give up the elements of their 

identity…so groups do not easily give up some of their basic underlying assumptions”. 

Therefore, I argue that it is important to understand the driving and resisting forces that 

impact on the development, implementation, and acceptance of gendered diversity 

management initiatives within Federations A, B and C.  

 

My argument is supported by Rutherford’s (2011) work on overcoming resistance and 

changing organisational cultures that has questioned whether the diversity discourse 

served gender well. Rutherford (2011) argued that one of the concerns about ‘losing’ 

gender equity in the pool of diversity was the loss of focus that might have ensued. This 

concern was shared by other strands of diversity such as disability and sexual 

orientation. Advocates of diversity blamed the language and tone of equal opportunities 

(emphasising sameness) on the failure of women to make substantial inroads into 

positions of power in business and public life. Rutherford (2011), and Wittenberg-Cox 

and Maitland (2008) blame diversity for the same failure, arguing for gender to be 

taken out of the diversity strand umbrella. The exclusion of Federation E from this 

analysis was due to participants’ constructions of diversity, which were not seen as an 

organisational issue therefore, no diversity management strategies were developed.  

 

I begin my analysis by discussing how Federation A was the most inclusive in relation 

to the gendered explanations and discourses that organisational members used to 
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discuss the importance of making gender visible through diversity management 

practices. Within Federation A diversity and inclusivity referred to the discourses 

drawn upon by senior executive manager, TM, and board members, Jack and Louise, to 

articulate ‘gender diversity’ as an organisational value that is perpetuated and 

embedded in the culture of their federation. As senior executive manager, TM asserted:  

  

We value the diversity and respect an inclusive organisation, respectful of 

boys and girls, women and men, indoor and outdoor… so they are built into 

the strategic plan. 

   

Federation A’s approach to gender equity raises the issue of organisational value as an 

important focus of the research through TM’s emphasis on valuing diversity and respect 

in an inclusive organisation (Hoeber, 2007, Chapter Five, section 5.2.2).  In addition, 

my research identified that Federation A also focused on the importance of a gender 

diverse management team. My finding is supported by Ely and Meyerson, 2000a, 

2000b; Meyerson and Kolb, 2000; Shaw and Frisby, 2006 who argued that the most 

important step a manager can take to bring about employee commitment to gender 

diversity is to integrate diversity efforts into the broader organisational landscape. For 

example, TM integrated gender and gender diversity through the mission, values and 

goals of Federation A.  

 

Similarly, board member, Jack, acknowledged the importance of creating gender and 

cultural change within the leadership and board structure of Federation A which 

occurred through the process of amalgamation. Jack stated: 

 

Since the amalgamation I think we are much more inclusive and I think the 

change in the personalities in management with the new CEO coming on 

board and just having a much more professional view and transparent way 

in which we operate at a board level means that we are more inclusive. We 

are more tolerant and we are much more aware of equity issues, access 

issues and women in leadership. We had none of those policies in the past 

but since the amalgamation we have actually implemented them.  

 

This is an example of how Federation A transformed their organisation to become 

aware of the benefits of workplace diversity. The benefits of diversity accrue from the 

different ideas, insights, values and perspectives that people may bring to Federation A. 

These may help Federation A develop and grow, and thus diversity in the workplace 
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may be seen as a source of competitive advantage (Cunningham, 2008). Therefore, the 

board may benefit from diverse membership, making more creative and co-operative 

choices and higher quality decisions. I argue that diversity management strategies, 

where sporting cultures value diversity and capitalise on the benefits that differences 

can bring to an organisation, is one strategy that Federation A employed to create a 

gender inclusive culture (Cunningham, 2008). For example, Federation A adopted a 

broad view of diversity and valued diversity to its fullest extent by having policies, 

procedures and practices aimed at developing a diverse workforce which was 

characterised by flexible organisational structures, with open lines of communication. 

My findings are supported by Fink and Pastore’s (1999) research which described 

different diversity strategies an organisation could implement, with a pro-active 

strategy being viewed as the most desirable. Federation A’s commitment to gender 

diversity strategies aligns with Ely and Meyerson’s (2000a) research that found 

organisations who are able to take gender-related diversity management to their core 

seemed to foster more symmetric relations of power as well as more effective 

functioning. Therefore, by managing equity in a way that fundamentally disrupts the 

basis of traditional gendered power relations this may lead to more effective 

organisations through enhanced communication, support and openness (Ely & Thomas, 

2001; Meyerson & Kolb, 2000). This may have been one of the reasons why Federation 

A was identified in my research as the most gender inclusive federation in relation to 

opportunities for women in leadership roles. I argue that by adopting diversity policies 

Federation A enabled the performance of different types of leadership and management 

within their federation opening up opportunities for women in leadership roles.  

 

An example of how Federation A valued diversity and capitalised on the benefits 

differences can bring to the decision making process on their board became apparent 

when board member, Louise, at the time of my research, was in the process of resigning 

from the board to advance her career overseas. Louise articulated that the board’s 

succession strategy for actively maintaining the diversity and gender balance of the 

board was to appoint another woman to replace her. Louise commented: 

 

There has been a desire to have gender balance, gender equality and I would 

say that has been both a push from our CEO but also from the president just 

to achieve a balance… We sat around at a board meeting a week, maybe two 

weeks ago… I put my thoughts forward and I talked about it with the CEO 
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who said, what do you think? I said, what do you think? And we were on the 

same page. We identified a woman that we both mutually knew that the 

CEO had incidentally worked with previously on the old Australian 

women’s soccer board and we just said why not? We floated it to the board 

and the board was happy with it. 

 

The collaborative decision making process within Federation A ensured that a gender 

balance would be maintained on the board by replacing Louise with another woman 

(Fink & Pastore, 1999). This collaboration began with Louise and the CEO identifying 

a woman who would be appropriate for the board and then sharing their thoughts with 

the remaining five board members who agreed with the decision.  

 

Additionally, board member, Vanessa, from Federation A, reflected on the importance 

of creating and sustaining gender diversity on the board. Vanessa remarked: 

 

In my experiences on sporting boards if you do have a large percentage of 

whatever it is whether it is men or women, the conversation will be drawn in 

that direction more and I think that is why it is important to sustain gender 

diversity on our board.   

 

The management strategy of developing a ‘change team’ within Federation A where the 

board and CEO represented a collection of people who had a strong commitment to the 

gender change process and communicated the need for change to other stakeholders of 

the federation was well constructed. Thus, change teams see the value of gender 

diversity and are willing to articulate these benefits to others. This valuing of 

professional knowledge creates a powerful discourse that mobilised Federation A’s 

board in relation to bringing about change and appointing women to key leadership 

positions. Hirschhorn (2002) argued that organisations have become too complicated 

and, in general, too resistant to change for any one person to spearhead a 

transformation. He, therefore, suggested that just as politicians create coalitions that 

raise funds and voter support, successful executives develop change teams or coalitions 

that serve to lead and sustain change efforts. Kanter (2004) expressed similar 

sentiments, as she argued that coalitions are needed to sustain change momentum and 

ensure that the change is implemented. I argue that Federation A’s change team 

counters the homosocial relations of the invisible male-dominated culture which can 

result in group thinking excluding women. 
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In contrast, Federation B and C’s construction of diversity management did not include 

diversity as gendered, or the importance of developing strategies to change the 

organisational culture in a way that it becomes an open, welcome and supportive 

environment for all people (Kersten, 2000). My analysis involves two interviews with 

participants from Federation B and C. I have not used other interviews with participants 

from Federation B and C as they were not aware of any diversity management 

practices. I begin my analysis by exploring comments made by senior executive 

manager, Paul, from Federation B, in relation to the diversity management strategies 

employed within his organisation. Paul stated: 

 

Nothing in writing. Football is a sporting passion for the whole community, 

we have got a diverse workforce now in terms of their backgrounds and 

where they come from. A lot of people you attract to roles come from a 

diverse background because football is their passion so you do get a lot of 

diversity anyway, without having some sort of policy in place. 

 

Although Paul articulated that diversity management related to a diverse workforce no 

strategies or policies within Federation B had been implemented to create a gendered 

diverse management structure. Paul suggested that diversity ‘naturally’ occurred, due 

to the diverse background of people interested in football. However, Federation B’s 

approach to diversity does not take into account the male-dominated culture of 

football and the gendered image of football as a whole which may subtly exclude 

women in leadership roles. Therefore, gender becomes invisible within the leadership 

structures of Federation B as diversity is seen as being achieved.   

 

The invisibility of gender within the diversity management strategies of Federation C 

also became apparent when executive support staff member, Chloe from Federation 

C, spoke about diversity in relation to religion and race. Chloe commented: 

  

In terms of that I think there is a need for certainly respect within 

organisations for those types of things, particularly different races, different 

religions. We now have people working here who are from different 

religions, different races. We have a code of conduct that everybody gets a 

copy of that sort of outlines that, understanding everybody has different 

needs and things like that. In terms of probably broadening that, I do not 

think there is a real need for it, there is a lot of respect here for fellow staff 

members. 
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It is interesting to note that Chloe perceived that a ‘code of conduct’ (Foucault, 1977c, 

1991c, 1994) was the only strategic policy required to addresses diversity and respect 

within Federation B. However, diversity management within Federation B seemed to be 

based on the assumption that diversity management related to having a diverse 

workforce that is made up of different races and religions but they have not considered 

gender. I argue that in spite of embracing the concept of multiple identities in diversity, 

the reality for most organisations, especially Federations B and C, is that they have 

focused on one or two strands of diversity at a time. Sometimes it is what is most 

pressing and important, sometimes it was what was easiest. Therefore, creating and 

sustaining gender diversity within the leadership roles of Federations B and C had not 

been addressed within their management strategies. My findings are supported by 

Thomas and Ely (1996. p.80) who suggested that  “workplace diversity is about 

increasing racial, national, gender or class representation, [and] recruiting and retaining 

more people from traditionally under-represented (identity groups)”. Therefore, to 

transform the leadership practices within Federations B and C will require shifting the 

discursive construction of diversity management to incorporate gender to create 

opportunities for women in leadership roles.  

 

This sub- theme has identified that only members of Federation A focused on the 

importance of diversity management strategies to address gender equity, women in 

leadership roles and organisational change. In contrast, Federation B and C’s 

construction of diversity management did not include diversity as gendered or the 

importance of developing strategies to change the organisational culture in a way that it 

becomes an open, welcome and supportive environment for all people (Kersten, 2000). 

Given the gendered nature of sport organisations Chelladurai (2001); Doherty and 

Chelladurai, (1999); Fink and Pastore, (1999) have proposed diversity frameworks that 

could be used to create equitable work environments. These contributions are 

significant because they provide sport managers with an end state to which to strive- a 

workplace where diversity is valued and that capitalises on the benefits differences can 

bring. Despite the importance of these frameworks, I argue that they provide little 

prescriptive guidance to managers seeking to achieve a culture of diversity. My 

research has highlighted how Federation A has used diversity management strategies to 

create an inclusive culture which may assist sporting organisations in implementing 

gender diversity initiatives.  For example, Federation A developed a ‘change team’ 
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where the board and CEO represented a collection of people who had a strong 

commitment to the gender change process and communicated the need for change to 

other stakeholders of the federation. Thus, change teams see the value of gender 

diversity and are willing to articulate these benefits to others.  

 

My main argument here is that the advantage of diversity management is that it 

emphases training, communication and teamwork which reflected Federation A’s 

approach to diversity and inclusiveness.  However, in spite of the celebratory rhetoric 

of diversity management, with respect to gender assimilation is still the prevalent norm 

within Federations B and C, requiring women in leadership roles to adjust and adapt to 

the male-dominated culture (Rose, 1997). The exclusion of Federations D and E from 

this analysis was due to participants perceiving that diversity management strategies 

were not required within their federation in order to create leadership opportunities for 

women.  

 

7.2.2 Transformational leadership strategies 

 

 

Within this sub-theme I identify the career progression and recruitment strategies 

provided by Federations A, B and C to advance women into key decision making roles. 

I explore how women perceive career opportunities within their federations and how 

specific senior executive managers had provided opportunities for women to progress 

within the federations. I identify how leadership pathways are constructed through 

informal practices, such as individuals encouraging current staff members to apply for 

promotions. I then explore how women within executive management perceive 

networking and mentoring as important strategies to advance women into leadership 

roles within football. However, networking and mentoring were constructed through 

informal practices rather than formal organisational practices. In contrast, minimal men 

spoke about the importance of mentoring and networking to develop pathways for 

women in leadership roles. This may be due to the organisational culture of football 

where the ‘old boys’ networks  such as golf days, marginalises women’s experience, 

career prospects and contributions to the organisations (Bird, 1996; Marshall, 1995; 

Messner, 1998). I argue that members of social groups who dominate positions of 

leadership may create practices of exclusion, dominance, and marginalisation through 

unintentional and strategic behaviours (Rutherford, 2001b). As such, they control the 
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boundaries of access to the highest positions within the federation. In other words, men 

may not perceive developing mentoring and networking programs as a strategy to 

enhance opportunities for women in leadership roles. 

 

I begin my analysis by exploring comments made by women and men participants from 

Federations A, B and C in relation to career progression and recruitment strategies 

instigated within their federations. These strategies may create opportunities for women 

to attain leadership positions or internal promotions. Executive manager, Chloe, from 

Federation C, reflected:   

 

I feel that the CEO is very good at ensuring that I feel comfortable about 

opportunities, like he has said to me, if you ever want to do work experience 

in any other organisations to gain experience, well, we can work that out.  

 

 

Chloe also discussed how the CEO had provided opportunities for other women who 

are in junior management roles to progress into executive management positions. Chloe 

suggested:  

 

I probably would say that the CEO has made sure that we consider females 

equally because he has appointed a couple since he has been here and also 

provided opportunities to our elite programs’ manager and our competitions’ 

manager (who are women) who sit straight underneath our executive 

managers to groom them for potentially higher management down the track.  

 

 

When I interviewed senior executive manager, Greg, from Federation C, he articulated 

that communication, business and marketing skills are essential elements of 

organisational effectiveness and that the priority, in order to work towards gender 

equity, was to employ women to fill these leadership positions. One of Greg’s roles as 

the new senior executive manager of Federation C was to appoint a new executive 

management team. Greg actively used his professional networks to employ two women 

as executive managers thus creating gender leadership within the executive 

management structure. Greg stated: 

 

When I came on board as the new CEO there wasn’t a female on the 

executive management team and now there are two out of the six. The two 

additions to that senior management team since I have been here have both 

been females, they were both the best people for the job. 
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Greg had been pro-active in creating leadership opportunities for women within the 

newly amalgamated federation. I argue that Greg’s employment of two women who 

were appropriately skilled and qualified for the leadership positions may have been 

influenced by the ASC directives (Chapter Four, Section 4.2). For example, the ASC 

advocated, in accordance with Commonwealth Government policy and efforts of 

international sporting bodies, to increase the representation of women in key decision 

making and leadership positions, whilst also ensuring that the individual has the 

appropriate expertise and skill requirements for the position. However, I argue that 

formal procedures based on merit can hide or justify difference in outcomes and cannot 

guarantee gender-based fairness. This may be because formal procedures may be 

circumvented by informal practices because meritocracy is based on supposedly neutral 

criteria which are already biased. For example, Bagilhole and Goode’s (2001) research 

suggests women may have less opportunity to gain the same level of experience as 

men, men may be more orientated towards ambition and career progress or because 

men have access to social networks and support systems that circumvent individualist 

criteria on which merit is largely based. The main point here is that issues remain as to 

who defines merit and how some interests may be privileged over others within the 

employment process within the State federations (McKay, 1997; Shaw & Hoeber, 

2003). This became apparent when I interviewed senior executive manager, Greg from 

Federation C, about the employment process within his federation. Greg stated:  

 

I actively ensure that my managers, when they are looking to appoint people 

into management positions, that okay we need to make sure there is some 

gender balance or some gender opportunities for females and it does get 

down to that call. Okay, you have a good male and a good female. Which do 

you take? You take the good female, so you do have to have some of that 

positive selection process in place.   

 

Greg’s changes at the micro-levels of social interaction within his federation 

contributed to “the deinstitutionalisation of organisational practices” (Cunningham, 

2008, p.153).  For example, the strategy of positive selection has created incremental 

changes within the key leadership roles as Federation C employed two women in senior 

management positions (Ely & Thomas, 2001). I argue that if Greg had not governed the 

conduct (Foucault, 1977c, 1991c, 1994) of the managers to be aware of the importance 

of a gender balance within the management structure of Federation C, the current model 

of heroic leadership would have remained the norm. Sinclair’s (1994, 1998, 2005, 
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2007) research suggested that constructs of effective leadership in business 

organisations continue to be based on the masculine qualities attributed to heroic or 

exceptional individuals. I argue that Federation C is in a transition, moving beyond the 

heroic norms of leadership which is highly masculinised to a post-heroic view of 

leadership, where leadership is conceived as a social, relational and shared practice 

(Cunliffe & Eriksen, 2011; Fletcher, 2004).  

  

Another strategy articulated by Greg involved evaluating the organisational capabilities 

of Federation C which may influence the gendered leadership structure within the 

board. Greg commented: 

 

The first board after the strategic plan is now being finalised. We have 

identified communication. PR skills; business development skills and 

marketing skills need to be added to our board and the first port of call is 

finding females with those skills. So the goal is to appoint two females with 

those skill sets, therefore we are actively looking now. Again we could have 

filled those roles with males but the board wants to make sure that we get 

some gender balance on the board.  They have already made the decision 

that those two positions should ideally be female and I think if we lead by 

example by appointing women to our board then the clubs will follow.  

 

Federation C’s  board was looking to appoint women with recognised ‘feminised’ skills 

in cooperative work practices, consultation and negotiation skills to complement their  

strategic direction as well as the ability to provide an outsider’s perspective in relation 

to decision making and strategic planning. This discourse of leadership is based around 

women’s special contribution to management and the federation. Here, the board of 

Federation C is looking to appoint women for their transformational leadership style 

(Rosener, 2011) which prioritises team work, participation and affectivity by building 

relationships with others. Whilst adopting the strategy of appointing women to their 

board and executive management roles, the board and the senior executive manager 

perceived that leadership opportunities would filter down to the leadership roles within 

the grassroots clubs.  

 

Similarly, Federation A recognised the importance of creating organisational change 

through actively appointing women to executive management and board roles, as well 

as informing and educating stakeholders about the benefits of creating a diverse and 

gender inclusive culture. Senior executive manger, TM from Federation A, stated: 
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I think there is still a need for some special measures. I think we have to be 

pro-active and actually appointing, using the constitutional capacity to 

appoint independent directors and make sure they are women. If you don’t 

have women on your board, that’s within football anyway. We have to 

encourage women to apply for executive management positions through 

creating an inclusive culture. Currently, I am the only female [in a senior 

role]. I had a female women’s league manager who has just left to go 

overseas and I need to find another female to replace her, but a young guy 

has replaced her. The others are four blokes, which is okay, because those 

four blokes are very much aware about where we are going and what we are 

doing and I know there will be another opportunity to appoint a new person, 

a junior league manager position in October.  I will be actively looking to 

balance it up again, and put a female in the position. The basic principles of 

personal relations: inform, influence and educate the stakeholders and that is 

what I am on about and it can be tough, it can be a battle, very draining.  

 

 

TM’s strategic focus of creating opportunities for women in leadership roles through 

creating a gender inclusive culture highlighted the challenges women managers faced in 

‘battling’ to educate and change the existing male-dominated culture within football. 

TM, who had been in executive management roles within football for an extended time 

(26 years), had been able to ‘fit in’ whilst also challenging the existing culture by being 

pro-active in informing and educating her stakeholders. This is an example of how TM 

negotiated her subjectivity and management styles to either be made invisible by fitting 

in to the culture or made visible by challenging the existing masculine norm (Lewis & 

Simpson, 2010; Witz, 1990, 1992). TM’s challenge to the male-dominated culture 

opened up alternative ways to govern differently and to create changes in the ways 

stakeholders and management made sense of the importance of creating a gender 

inclusive federation through appointing women into leadership roles. TM also 

embraced the role of ‘gendered champion’ as a technique for mobilising power 

productively to bring about change. TM explained: 

 

I think one of the important things is to make sure you’ve got the 

champions, you’ve got the advocates, you’ve got the people who can speak 

for the women as well and I suppose from my personal view that has helped 

a lot. Things have been improved significantly for the women and it is also 

coming from the rest of the board of directors. The current president and 

previous president are very, very supportive in relation to gender equity. 

 

TM is being pro-active in her management approach by being aware of the need to 

create opportunities for women in leadership shaped the way board members within 
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Federation A reconstructed discourses of leadership to support opportunities for women 

in leadership. Therefore, TM was exercising power through institutional practices and 

norms that influence the way football was administered through certain gendered 

leadership assumptions.  

 

I now explore how senior executive manager, Charles, executive manager, Jessica and 

executive support staff member, Mandy, described the career progression for women in 

leadership roles within Federation B. Executive manager, Jessica reflected:  

 

I think women see the opportunities to advance through the organisation, 

definitely. I mean everybody is encouraged to apply for any internal position 

that is advertised. There have been positions here that have come up, like 

my own position where management have just come to me and offered that 

job and said, are you interested in taking this role on? That has happened a 

lot here. I have suggested we look internally for people who have proven 

themselves, let’s look at progressing them up rather than outsourcing. My 

secretary has progressed into a different area of the organisation into the 

assistant competitions’ secretary, so she has progressed through the 

company, I recommended her for that job. The receptionist became my 

secretary and now she is the administration co-ordinator. In my role I have 

recommended women for particular leadership positions rather than 

outsourcing. There are several women here that I have encouraged them to 

apply for leadership roles. 

 

 

Jessica’s comments highlighted how she was pro-active as an individual through 

encouraging current staff members to apply for promotions. However, the culture of 

Federation B is one where individuals need to prove themselves as competent leaders 

before gaining a promotion. I argue that the pathways to leadership within Federation B 

are informal as individuals such as Jessica are encouraging women to apply for 

promotions but there are no formal promotional pathways developed within this 

organisation. Although Jessica positively spoke about career progression opportunities 

for women within her federation, through internal promotions, women are 

predominantly in supportive roles to the men. This is reflected in the gender 

composition of their executive management which comprised of one woman and five 

men. My findings are supported by Shaw and Penny’s (2003) research into the 

development and implementation of gender equity policies in National governing 

bodies in English sport. When amalgamation occurred within one of the National 

governing bodies it resulted in women not being able to access senior professional 
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management roles, with all seven paid, professional, senior managers being men. 

Women were ‘sidelined’ in support roles with little or no direct input into the 

management of the organisation. 

 

However, senior executive manager, Charles, from Federation B, was adamant that 

pathways have been set up to multi skill executive managers within his federation. 

Charles explained:   

  

We have tried to put things in place where managers are off, somebody from 

another department can put their hand up and go and act in that position. It 

does not matter male or female whoever wants to put their hand up, multi-

skilled. We are trying to give people different skill levels to further their 

career paths, male or female it does not matter…it is me forcing this issue of 

multi-skilling for career development, pathway. But there definitely is a 

pathway. We have got people here, 18 years and 20 years in this sport in this 

organisation so there is definitely a career or longevity to stay in this 

organisation.  

  

Although Charles perceived that career pathways had been developed internally in his 

federation, through people taking on ‘acting roles’, women in the federation revealed an 

alternative viewpoint in relation to their perceptions of career development. This 

became apparent when executive support staff member, Mandy from Federation B, 

suggested a lack of opportunities for career progression. Mandy commented:  

 

I think it would help from a human resources point of view to explore 

personal development options for the staff. I do not think that is really 

happening at the moment. It is something that is lacking… career 

development is not a priority, for some unknown reason. That is the sad part 

about it because if you do get someone who is really good at their job, they 

are only going to be interested in it for a certain time before they feel they 

are getting stale and they want something different. But as I said it is 

probably not a focus at the moment for HR but it is definitely something that 

should be. You retain more people that way as well because they are more 

open to learning and keeping the job new and exciting and opportunities.  

 

It is interesting to note that Charles and Jessica perceived that women do have the 

opportunities for career advancement within Federation B. A key point in my analysis 

was that Mandy, who also worked in Federation B, perceived that career development 

was not a priority. This may be due to the positioning of these participants as Charles 

and Jessica are executive managers and Mandy is an executive support staff member. 
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Therefore, a gap exists between the ‘saying and doing’ of professional career 

development within Federation B (Deutsch, 2007; Lorber, 2000).   

 

My analysis now turns to how women who hold key decision making positions within 

Federations A and C discussed the strategy of ‘identifying and tapping women on the 

shoulder’ to work towards a gender inclusive culture within the senior management 

structures at the State and grassroots administration levels of football. Executive 

manager, Octavia from Federation C, suggested that the way to recruit women was 

through identifying and encouraging women to nominate for executive management 

positions. Octavia stated:  

 

Unless you pluck women out and push them to do something they are not 

going to put their hand. Whereas guys do. In fact, the more incompetent the 

guy the more they seem to apply for positions, they are cock sure in what 

they do, absolutely. But talented women are never that cock sure, they’re not 

so they hide their light under a bushel and they don’t feel that they belong 

and they don’t see themselves up there a lot of the time. As I say, plenty of 

blokes who aren’t as competent see themselves up there, so that is a hard 

one to fix. That is so hard so it is not going to come from the bottom. It has 

got to be people who are willing to say, look actually you know I think you 

are ready, I think you can do this.  

 

Octavia suggested that women lack confidence in applying for positions whereas men 

are confident in applying for positions even though they may be incompetent and not 

possess the skills and abilities required for the position. Therefore, women had to 

contend with the knowledge that applying for management and board positions meant 

fitting into the male-dominated culture (Lewis & Simpson, 2010; Simpson & Lewis, 

2005, 2007; Witz, 1990, 1992) as well as competing against men who may not have 

been as qualified but held perceived confidence in their own abilities. Octavia also 

spoke about the strategies she had adopted to create change within the leadership roles 

within Federation C. As Octavia explained:  

 

What I have done is that we have got a tribunal made up of volunteers. Most 

of them are legal lawyers or former referees and we have looked at gender 

equity there, we appointed about 30 new members last year. I made sure that 

we had male and female on the tribunal because I think it is important for 

people who appear before the tribunal to see that people in authority, who 

are going to determine if they are going to be fined, suspended or 

disqualified, can be male or female and that they have to respect that, and it 

is very hard for some of the clubs to probably cope with that, being told by 
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an Anglo-Saxon female that their club is going to be rubbed out for the rest 

of the season but that’s what I wanted to achieve. We are going to have 

tribunals made up of men and women. 
 

Through changing the organisational structure of the tribunal, Octavia was working 

towards creating leadership opportunities for women whilst working towards a gender 

inclusive culture. I argue that Octavia had challenged the dominant discourses that 

informed employment roles by refusing to be submissive and developing alternative 

leadership discourses (Martin & Meyerson, 1998). For example, Octavia’s position as 

the operations manager allowed her to exercise power by instigating change in the 

gender composition of the tribunal committee through the formal recruitment of women 

and men into positions of authority. This determined whether players and teams were 

fined or suspended. This is an example of how individuals such as Octavia, govern 

themselves and others to create leadership change (Foucault, 1982). Octavia’s 

campaigning for women to be appointed into leadership roles reflected how it is 

possible to transform one’s self in a resistant or empowering manner; that is, with a 

desire to help create social change through active and critical resistance associated with 

the normalised masculine leadership culture within Federation C (Foucault, 1977c, 

1991c, 1994).    

 

Additionally, when I interviewed board member, Louise from Federation A, she spoke 

about the importance of identifying and ‘tapping women on the shoulder’ as an 

important strategy to involve women in key decision making roles within Federation A. 

Louise recalled:  

 

I think the CEO and good functioning boards need to take the responsibility 

of tapping and identifying people on the shoulder and I think also, 

particularly with women as well, because I think men are more likely to put 

their hand up regardless of whether they are qualified or not. Yes, I will do it 

whereas women might maybe consider it but it might be that tap on the 

shoulder that makes them go, yes. Well somebody else thinks so, so I will 

definitely do it or I haven’t thought about that, yes, I will. 

  

 

At first the strategy of identifying and ‘tapping women on the shoulder’ seems to be a 

positive step to recruiting women into management and board positions. Upon further 

reflection, Louise’s perspective does not critique the binaries created by attributing 



237 

 

certain characteristics to all men (men are more likely to put their hand up regardless of 

whether they are qualified or not) or to all women (need reassuring through being 

tapped on the shoulder). My argument is supported by Shaw and Hoeber’s (2003) 

research that examined how discourses of masculinity and femininity were developed 

and reinforced and how they affected employment roles within three English NSOs. 

They found that discourses of masculinity that are associated with senior managers and 

their positions were assigned greater value than discursive femininity and positions 

associated with women. I argue that through Octavia and Louise’s identifying and 

encouraging women to apply for leadership roles within Federations A and C, women 

became visible as competent administrators within the management structures rather 

than remaining invisible within the masculine leadership culture. My argument is 

supported by Lewis and Simpson’s (2010) research that examined how (in) visibility 

operates in multiple ways. They illustrated how organisational leadership practices and 

processes both produce and reproduce invisibility or high visibility in organisations. 

 

My analysis now turns to how leadership pathways were constructed as important 

strategies that may contribute to the transformation of organisational practices that 

create opportunities for women to exercise leadership in any role or position. I argue 

that pathways imply a structure of moving up within the hierarchies of an organisation 

that have traditionally a masculine domain. As Shaw and Hoeber’s (2003) research 

suggested it is often assumed within sport organisations that women are well-matched 

for lower level management roles, whereas men are more suited to senior management 

roles. Therefore, my analysis explores how gender bias and the normalised culture 

within the State federations may be hindering the development of pathways to advance 

women into leadership roles. I begin my analysis by exploring comments made by 

participants from Federations A, B and C, in relation to the importance of developing 

leadership pathways to advance women into key decision making positions within their 

federation. When I interviewed executive manager, Octavia from Federation C, she 

articulated how Federation C provided a pro-active approach to leadership pathways for 

women but admitted they could be better. Octavia reflected:  

 

I think we can have better pathways but I think making sure that if you 

identify someone who is good you ask them to apply because they may not 

think about it unless you ask them and I think pathways are very important.  
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Octavia was pro-active in encouraging current staff members to apply for promotions. 

However, the culture of Federation C is one where individuals need to prove 

themselves as competent leaders before being identified and approached to apply for a 

promotion.  Senior executive manager Greg, from Federation C, discussed the concept 

of ‘best management practice’ to create pathways for leadership within his federation. 

Greg explained: 

 

The pathway for playing; pathway for coaches; pathways for referees; 

pathways for volunteers when I say volunteers I am mean administrators. So 

volunteers are working in clubs in winter time. You commit yourself to the 

sport to work for twelve months of the year, so you work for your club in 

the summer time, (zone club) and that is where we want to create an 

environment of excellence, excellence in player development… and in 

management. So in the end our zone clubs are all based around best practice 

in management… hopefully these administrators will be the pool for your 

next standing committees or your next board members or your next zone 

delegates who are coming from the people running or involved in zone clubs 

who have come from club development. So that pathway… the whole 

summer league, is about the next step from your winter club into summer 

football, be it player, coach, referee or administrator. 

 

Greg stated how Federation C had developed formal leadership pathways through the 

‘club development’ program that focused on best management practices. I argue that at 

first glance the best management practice strategy provides a nuanced way to develop 

volunteers that may advance up the leadership ladder into board roles. But Greg does 

not identify what cultural changes Federation C would need to address to support 

women to be involved as volunteer administrators at the club level. Therefore, the 

entrenched normalised male-dominated culture may remain unchallenged within the 

clubs’ decision making roles.  

 

Similarly, board member, Anne, from Federation B, spoke about the importance of 

developing pathways for leadership within her federation. These pathways had not been 

developed at the time of my research. Anne reflected: 

 

I think women need to see that there are women like myself that have gone 

on to bigger and other things. I tend to think that men used to think I can 

only run the canteen, do the registration. So I think they certainly should be 

putting something in place to show women that they can move up in the 

hierarchy of football. 

 



239 

 

Anne stated how Federation B had not developed any formal leadership pathway 

programs to advance women into leadership roles. However, Anne perceived this to be 

an important program that Federation B could develop to encourage women to apply 

for leadership positions. Additionally, Anne’s comment reflected the normalised 

cultures within non-traditional sports that assume women are good at working the 

canteen which does not challenge the male-dominated culture of Federation B. This 

was identified in Chapter Six (Section 6.2.1) where this approach to gender equity does 

little more than “reinforce women’s appropriateness for performing what are essentially 

the housekeeping roles of management” (Ely & Meyerson, 2000a, p.109). However, 

Anne’s comment also suggested that men have changed their perception of the value of 

women in leadership roles from being able to run the canteen to now moving up into 

board positions. Therefore, marginalised discourses relating to women in leadership 

(being emotional, not being assertive) may challenge the ‘taken for granted’ norms 

inherent in, and legitimated by, established dominant discourses (masculine leadership) 

and thereby lead to changes in organisations and amongst the individuals within them. 

For example, Federation B’s stakeholders have voted Anne onto the board and the 

board members (men) have acknowledged the skills Anne brings to the governance 

level of the sport.  

 

I now explore how board members from Federation A held contrasting perspectives on 

the importance of leadership pathways in relation to women’s career progression. When 

I interviewed board member, Vanessa she spoke about Federation A focusing on 

developing women in coaching and refereeing and not on developing women in 

leadership and management roles. Vanessa recalled:  

 

I guess we, not so much from a leadership perspective… we have been very 

supportive of women being involved, we have tended to focus more at this 

stage on developing women coaches and developing women referees just to 

get them to sort of come through as well. In terms of the administration side, 

no, I don’t think we have put as much. Having said that the ASC offers 

scholarships and things like that and the CEO will circulate that information 

but we haven’t actually sort of pushed women into those roles. Women 

leaders tend to be up to their eyeballs in stuff in junior clubs. 

 

 

Vanessa’s comments highlighted how the strategic focus of the board was on the sport 

development side of football through developing coaches and referees. However, 
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Vanessa suggested that the board is not involved in the day to day operations of football 

which reflects the ASC ‘National Sporting Organisations Governance: Principles of 

Best Practice’ (ASC, 2002a) based on the policy governance model developed by 

Carver (1997). Within principle one the clear delineation of governance roles, the ASC 

suggested that each organisation’s governance structure should feature a clear 

separation of powers and responsibilities between the board and the CEO and her/his 

staff (See Chapter Four, section 4.2).  

 

Similarly, board member, Jack, from Federation A, suggested that board positions are 

not developed through a pathway. For example, people can run as an independent 

candidate for board positions and then be elected through the process put forward by 

recommendations from the Crawford Report (ASC, 2003) where the chairs of the 

Standing Committees and the zone representative’s vote or board members can appoint 

two members. Jack commented:  

 

People can independently run for the board at the grassroots and State level 

or we ask clubs to nominate candidates who may currently be in a board 

position… I think we don’t have enough pathways because being on a board 

is not seen as a path at all, it is seen as something you do if you have to. We 

need to try and come up with a strategy to help clubs recruit people and 

maybe what we really need to do is show that as a path, you go through the 

clubs especially when your kids are young and they are playing in juniors. 

People can be involved in the clubs then have a pathway. Then you can 

come onto standing committees and boards. Yes, I think we probably do 

need to develop pathways and highlight what the skills are… it is your 

experience that is really what we are looking for.  

 

 

 Jack conceptualised board positions as not being seen as a leadership pathway, it was 

‘something you did, if you had to’. However, upon further reflection Jack perceived 

that a strategy could be developed to help the grassroots clubs recruit people onto their 

boards which may see a flow on effect where people may nominate for board positions 

at the State Level. I argue that Jack declared that the quality of the candidate is crucial 

for the board. For example, having skills and experience, candidates must, therefore, be 

perceived to add value to the board whilst adapting to the culture of the board.  Jack’s 

strategy of developing pathways does not take into account how women might 

negotiate the existing male-dominated culture to become visible as competent 

candidates to be elected onto the clubs board (Lewis & Simpson, 2010).   
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My analysis now turns to how women who hold key decision making positions 

perceived ‘being known’ within the sporting industry and networking as an important 

strategy to advance women into leadership roles within Federations A and C. Senior 

executive manager, TM from Federation A, explained:  

 

I met Louise (a current board member within Federation A) at the sport 

leaders’ conference and we were just talking generally and she told me she 

was from my State. She was telling me what she was doing and that she was 

a lawyer and I said do you want to come onto a committee, so we talked 

about it and she sent me her CV. The board then reviewed her CV and we 

then appointed Jessica to the board.  

 

 

TM used an informal approach to recruit Jessica as a board member by asking her if she 

was interested in becoming a committee member (Claringbould & Knoppers, 2007). 

TM’s sending to the board Jessica’s CV reflected the importance of consulting with her 

colleagues before appointing Jessica to the board (Claringbould & Knoppers, 2007). I 

argue that Jessica ‘being known’ by TM as a lawyer who was interested in women in 

sports leadership influenced the decision of the board members from Federation A to 

appoint Jessica. My argument draws upon Sheridan and Milgate’s research (2003) that 

found high visibility played a greater role in the selection of women than men in the 

recruitment and selection process of corporate board members.  

 

When discussing with board member, Louise from Federation A, how she was 

appointed to the board of Federation A, Louise reflected:  

 

I was first approached by the current senior executive manager at “Our 

Sporting Future” in March 2006.  The senior executive manager said we are 

looking for a lawyer and we are looking for a female, would you be 

interested. I said absolutely and then probably it took from March maybe to 

May until I was officially appointed as a director to the board.  

 

 

The networking carried out by the senior executive manager at this forum played a 

critical role in ensuring that Federation A worked towards creating diversity on their 

board. Gilbert and Ivancevich (2000) told of how a CEO in their study led the change 

for diversity efforts, and his enthusiasm spread throughout the organisation. I argue 
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that top management support, may help to ensure commitment to gender diversity 

initiatives among employees within Federation A.  

 

Similarly, executive manager, Octavia from Federation C, discussed the importance of 

networking and women having a profile within the sporting industry. Octavia 

reflected:  

 

I think that you have to be noticed. Networking is just the most important 

thing. I think you need to have a profile and it is a key thing that you have to 

have in the industry that you work in for people to notice who you are. You 

can spend zillions of hours in the office, you can plough out the work, you 

can work every weekend but no-one cares if nobody sees you. I would say 

to women who want to succeed leave work go to the corporate lunches, 

speak at conferences, write papers for professional journals, get your name 

and face out there.   

 

Octavia, like TM, suggested that ‘being known’ in the industry was a key strategy for 

women to advance their leadership careers within the sporting industry. Women being 

noticed at various networking functions such as conferences ensured they became 

visible as leaders. My findings are supported by Power and Butterfield’s (2003) 

research that suggested that the greater identification of women managers with 

characteristics associated with senior male managers, such as going to corporate 

lunches, the better their chances of realising their ambitions. For example, Octavia used 

the strategy of creating a profile to become visible within the leadership culture of sport 

(Lewis & Simpson, 2010). Therefore, Octavia had been successful in negotiating power 

relations and the masculine leadership culture through governing her conduct and 

transforming herself in a resistant or empowering manner by attending lunches and 

conferences (Foucault, 1977c, 1991c, 1994).    

 

My analysis now turns to exploring comments made by women and men who hold key 

decision making positions from Federations A, B and C in relation to my focus on how, 

or if, mentoring women had been a key strategy to create organisational and cultural 

change. For the purposes of my analysis, I define the discourse of mentoring as a 

discourse intended to provide support and guidance to a subordinate for the purpose of 

enhancing the progress of their career, while also furthering the goals of the 

organisation (Holmes, Schnurr, Chan, & Chiles, 2003). This definition is consistent 
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with many others in the mentoring literature (Dymock, 1999; Holmes, 2005; Kram, 

1988), but it is less restrictive than some, in that it allows for mentoring to develop 

naturally rather than being a “deliberate pairing” of a senior and junior person (Murray, 

1991, p. 23), and it is intentionally inclusive. Hence, role modelling and career 

guidance are covered by this definition. 

 

When I interviewed senior executive manager, TM, from Federation A, she spoke 

about the importance of mentoring to bring about leadership change. TM commented:  

 

I think it is important to be a role model for aspiring women who are 

focused on becoming sport administrators.  I used to run a program in the 

community called “mentoring as anything” encouraging women to be 

involved in sport management. I think I am probably mentoring people all 

the time especially my staff male and female of course but women who are 

looking at me thinking WOW I want to be like that.  

 

TM discussed the importance of role modelling and mentoring to encourage women 

to be sport administrators within her community. Within Federation A, TM also 

mentored her staff through informal practices aimed at empowering her colleagues, 

while also facilitating the work of the organisation. Similarly, executive manager, 

Octavia from Federation C, discussed the importance of mentoring. Octavia 

explained: 

 

I have to say within my team. I have two women and four men in my team 

and I believe that mentoring is imperative to make sure they all have 

something to aim for. But I think if you have got women who are younger 

than you coming through you need to give them some hope.  

 

Octavia discussed ‘giving women some hope’ for career advancement within her 

federation through informal mentoring practices which may open up new possibilities 

for women to challenge the idea of homologous reproduction (Kanter, 1977), by giving 

women the skills and qualifications to enter into the management circles which have 

historically been closed to outsiders (women). Octavia’s approach of ‘mentoring 

younger women’ reflects how it is possible to influence the conduct of younger women 

in leadership roles within Federation C and create leadership change through mentoring 

programs (Foucault, 1982). My research identified how TM and Octavia had played 

pivotal roles in mentoring women in leadership roles within Federations A and C and is 

supported by Janet Holmes’ (2005) research which explores the way people ‘do 
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mentoring’ in the workplace. Using examples from a number of New Zealand 

workplaces, Holmes’ analysis identifies a variety of discourse strategies used by those 

in positions of responsibility in mentoring colleagues. Holmes (2005) argued that 

although mentoring has traditionally been associated with men, her research 

demonstrated that women leaders do mentoring too. The analysis suggests that some do 

it very well. Holmes’ argued that ‘feminine’ strategies appeared to be very effective 

within everyday workplace interactions that involved mentoring practices. Holmes 

(2005) research suggested an alternative, and feminist, perspective re-framing 

mentoring as a backstage activity, often going unnoticed and unrewarded in any overt 

way. Additionally, Fletcher (1999) describes ways in which women, in a male-

dominated engineering firm, often engage in mentoring as a form of ‘relational 

practice’ – off-record, undocumented behaviours aimed at empowering colleagues, 

while also facilitating the work of the organisation. I argue that TM and Octavia’s  

approach to mentoring explores the more subtle, indirect, ‘feminine’ strategies, which 

could be classified as relatively backstage activities, or instances of relational practice, 

especially when they occur in the context of routine interactions, as opposed to within 

‘official’, explicit mentoring or performance review sessions.  

 

When discussing with board member, Anne from Federation B, if she had conducted or 

been involved in mentoring women in leadership roles within football, Anne stated: 

 

No, I have not personally. But I just think that there should be some 

mentoring programs definitely. We have it in my day position where women 

sit in on management meetings and so on. I definitely think there should be 

some mentoring and I would like to see it start once we have developed the 

strategic plan and everything else sorted out. I do think some mentoring 

should go on. 

 

 

Anne described the importance of mentoring as an organisational strategy but suggested 

the priority for the board was completing the strategic plan and governance issues 

before mentoring would be considered as an importance strategy to create change for 

women in leadership positions. From an executive management perspective within 

Federation B, Jessica, the risk manager and member protection officer who developed 

policies and guidelines, discussed her role in mentoring women within the organisation. 

Jessica commented: 
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I guess I am a good example for people in the organisation, I have certainly 

helped women here develop themselves in their own roles. I have 

recommended them for particular positions rather than outsource, I have 

suggested we look internally for people who have proven themselves, let’s 

look at progressing them up rather than outsourcing. I would love to try and 

help more women within this organisation better themselves and move up 

the scale if they can, absolutely. 

 

The relationship between the mentors and women within Federations A, B and C opens 

up new possibilities and tactics for transforming the ‘self’ (Foucault, 1988a) and the 

workings of power which may enable new possibilities for women in leadership roles. I 

identified some of the mentoring strategies that occurred within the everyday workplace 

interactions, focusing on what people actually say in order to guide the behaviours of 

others in career-enhancing directions (Foucault, 1977c, 1991c, 1994). I argue that 

TM’s, Octavia’s, Anne’s and Jessica’s approach to mentoring could be identified as 

characterising a more ‘feminine’ style of mentoring which engages the mentee, is more 

appreciative, more indirect, and more negotiative. The association of indirectness and 

supportiveness, in particular, with ‘feminine’ ways of interacting in one-on-one 

informal interactions, is well established (Aries, 1996; Coates, 1996; Crawford, 1995; 

Holmes and Stubbe, 2003). The use of less explicit mentoring strategies appears to be a 

further instance of this feature of a more feminine style of interaction in workplace 

interaction. For example, Octavia is enthusiastic and engaged as she encourages her 

staff members to take opportunities to develop their particular skills and interests in 

areas that will be of benefit to their career.  

 

 

It is interesting to note that the men I interviewed within executive management roles in 

the five federations did not discuss the importance of mentoring to create leadership 

change for women. The exception was senior executive manager, Greg from Federation 

C. Greg remarked: 

  

Yes, I am a big believer in mentoring programs but I encourage everyone to 

tell me what their mentoring programs should be, once they have identified 

a weakness. I am big about mentoring programs, not just sending you on a 

one on one management course. It is about putting people in contact and in 

touch with proper mentors to work with them. My executive assistant has 

talked about building her human resource skills so we are talking to one of 
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our directors who is the senior associate of a business to get her involved in 

their human resource section.   

 

 

Although Greg believes in the importance of mentoring he places the responsibility 

onto the individual to be aware of any weaknesses and to approach him if they want to 

be mentored.  I argue that this neo-liberal rationality suggests everyone is responsible 

for their own choices (Connell, 2006). This analysis aligns with Rose’s entrepreneurial 

self (1998) where the enterprising self is encouraged to see themselves as individualised 

and active subjects responsible for enhancing their own well being. This conception of 

the ‘active society’ can also be linked to a particular politics of self in which we are all 

encouraged to ‘work on ourselves’ in a range of domains (Rose, 1998). Although there 

are no formal mentoring programs developed within Federation C, when Greg’s 

executive assistant approached him to assist her in developing her human resource 

skills he actively assisted her. Greg approached a board director who was a senior 

associate of a business who could arrange a mentoring program to assist the executive 

assistant. I argue that organisations outside of the sporting industry have mentoring 

programs developed across their organisations to assist with their staff development and 

this is an area that the State federations could develop with other sporting codes within 

their respective States. 

 

In contrast, I explore comments made by women and men on the boards of Federations 

A, C and D about my focus on the effectiveness of mentoring in relation to the gender 

composition of their boards.  Board member, Louise, from Federation A, stated:  

  

I don’t think that we have thought about it enough on the board and I think 

we maybe have been dealing with more issues. We try to be proactive but 

maybe we have been a little bit more reactive than what is ideal. We should 

be looking at these things and looking at these opportunities and even 

looking at mentoring programs between our elite players and our up and 

coming players…  maybe we need to formalise that, a formal mentoring 

program even if they only got together once or twice a year. 

 

Louise’s comments revealed Federation A had no formal mentoring programs to assist 

in retaining and promoting women onto their board. However, after reflecting on this 

question Louise identified strategies the board could implement to develop a formal 

mentoring program to encourage more women to nominate for board positions. The 
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lack of formal mentoring programs also became apparent when board member, Jack 

from Federation A, reflected on whether the board ever thought about mentoring 

programs to provide educational opportunities for women who may be looking to 

nominate for board positions, Jack commented:  

 

No, we have not put in place a mentoring program but what we probably 

should do is try and get our current board members to mentor women into 

standing committees, particularly the women’s standing committee… as a 

sort of introduction to being in the administration of sport.  

 

 

The absence of formal mentoring programs may have been due to the fact that 

Federation A positions itself as a gender inclusive organisation in terms of the 

composition of their board. Therefore, board members may have perceived that gender 

equity is ‘complete’ or ‘done’ within their Federation. However, the danger of this 

position as Benschop and Dooreward (1998) have argued, is that it enables individuals 

within organisations to engage in discriminatory practices while “a dominant perception 

of equality occurs at the same time” (p.787). Federation A had no formal mentoring 

program developed to assist women in advancing from grass roots boards and 

committees to the State board level within their federation.  

 

When interviewing board members from Federation C, participants revealed multiple 

interpretations of the importance of mentoring programs at the governance level of the 

Federation. Board member, Simon, from Federation C, suggested there have been no 

mentoring programs developed at a board level. Similar to Louise and Jack, once 

Simon reflected on the value of mentoring he articulated that it would be a good idea 

that could be implemented in the future to get women involved in board roles. Simon 

commented:   

 

I think extending mentoring to a board level is a good thing and it improves 

the networks with people and communication between people and the 

opportunities that exist. I mean, networking in sport and business is a huge 

thing. A lot of it is about who you know and who you can get a bit of advice 

from and who can speak a little bit on your behalf. So having a mentoring 

program with women involved in, that would definitely create opportunities 

for women to nominate for board positions.  

 

Simon discussed how networking within sport and business is an important strategy to 

enhance leadership careers. However, Federation C had not developed an internal or 
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external networking program to enhance the skills of their staff. Similarly, board 

member, Monty from Federation D, suggested there have been no mentoring programs 

developed at a board level. Monty stated: 

We don’t have and I think you will find that is an area that is very 

underdeveloped. We are a small organisation and it is much more difficult 

for us to find mentoring strategies. We have mainly been dealing with many 

other issues at the moment, most people would see a more proper integration 

of women into participating in football as being a major priority. 

 

Monty described mentoring as an area that was underdeveloped within Federation D. 

Therefore, mentoring was invisible as a strategy to create opportunities for women to 

attain leadership positions on the board. The strategic priority within Federation D was 

on women participating in the game which links to the economic viability of the 

federation, rather than focusing on inclusive leadership and diversity initiatives. I argue 

that within Federations A, C and D, board members lack awareness and priorities 

placed on mentoring as a governance strategy to create new opportunities for women in 

leadership roles.  

 

Within this sub-theme I identified the career progression, recruitment and leadership 

pathways provided by Federations A, B C and D to advance women into key decision 

making roles (Claringbould & Knoppers, 2007; Holmes, 2005; Shaw & Penny, 2003). 

My analysis revealed several strategies that women and men implemented that may 

contribute to the transformation of organisational meanings and practices thus creating 

opportunities for women to attain leadership roles within the State federations.  For 

example, identifying and ‘tapping women on the shoulder’; the importance of women 

‘being known’ and becoming visible in the industry; networking and mentoring.   

 

I explored how senior executive manager, Greg, executive manager Octavia from 

Federation C, and senior executive manager TM, from Federation A, were governing 

the conduct (Foucault, 1982) of their stakeholders within their federations through 

educating and informing them of the increased capabilities of having women in key 

leadership roles. For example, within Federation C the strategy of positive selection has 

created incremental changes within the key leadership roles where two women were 

employed in senior management positions (Ely & Thomas, 2001). I argued that if Greg 
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had not governed the conduct (Foucault, 1977c, 1991c, 1994) of the managers to be 

aware of the importance of a gender balance within the management structure of 

Federation C, the current model of heroic leadership would have remained the norm. I 

argued that Federation C is in a transition from moving beyond the heroic norms of 

leadership which is highly masculinised to a post-heroic view of leadership, where 

leadership is conceived as a social, relational and shared practice (Cunliffe & Eriksen, 

2011; Fletcher, 2004). I explored the tension within Federation B in relation to whether 

women had the opportunities for career advancement. Senior executive manager, 

Charles and executive manager, Jessica, perceived that women do have the 

opportunities for career advancement within Federation B. However, executive support 

staff member, Mandy perceived that career development was not a priority. Therefore, 

a gap exists between the ‘saying and doing’ of professional career development within 

Federation B (Deutsch, 2007; Lorber, 2000).   

 

I identified how executive manager, Octavia from Federation C, and board member, 

Louise from Federation A, discussed the strategy of identifying and ‘tapping women on 

the shoulder’ to work towards a gender inclusive culture within the senior management 

structures at the State and grassroots administration levels of football. I argued that by 

Octavia and Louise identifying and encouraging women to apply for leadership roles 

within Federations A and C, women became visible as competent administrators within 

the management structures rather than remaining invisible within the masculine 

leadership culture (Lewis & Simpson, 2010).  

 

I identified how leadership pathways were constructed as important strategies that may 

contribute to the transformation of organisational practices that created opportunities 

for women to exercise leadership. I argued that pathways imply a structure of moving 

up within the hierarchies of an organisation that have traditionally a masculine domain 

(Shaw & Hoeber, 2003). Therefore, my analysis explored how gender bias and the 

normalised culture within the State federations may have been hindering the 

development of formal leadership pathways to advance women into leadership roles. A 

key finding in my analysis identified that although Federation C had created pathways 

for women in leadership roles, how they were addressing the cultural changes required 

to bring about these changes had not been discussed. 
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I explored how board members from Federation A held contrasting perspectives on the 

importance of leadership pathways in relation to women’s career progression. Board 

member, Jack, from Federation A, suggested that board positions are not developed 

through a pathway. For example, people can run as an independent candidate for board 

positions and then be elected through the process put forward by recommendations 

from the Crawford Report (ASC, 2003). However, upon further reflection, Jack 

perceived that a strategy could be developed to help the grassroots clubs recruit people 

onto their boards which may see a flow on effect where people may nominate for board 

positions at the State level.  

 

I identified how senior executive manager, TM, from Federation A, and executive 

manager, Octavia, from Federation C, perceived the importance of ‘being known’ 

within the sporting industry and networking as strategies to advance women into 

leadership roles within their federations. TM and Octavia suggested that by women 

being noticed at various networking functions such as conferences they become visible 

as leaders (Lewis & Simpson, 2010; Power & Butterfield, 2003).  I explored how or if 

mentoring women had been a key strategy to create organisational and cultural change 

within the management structure of Federations A, B and C. My research identified 

how senior executive manager, TM from Federation A, and executive manager, Octavia 

from Federation C, had played pivotal roles in mentoring women in leadership roles 

within Federations A and C. There actions were supported by Holmes’ (2005) research 

that explored the way people ‘do mentoring’ in the workplace.  

 

By drawing on Holmes’ (2005) research I highlighted the types of self-management 

strategies TM and Octavia adopted to create leadership change. Holmes (2005) argued 

that ‘feminine’ strategies appeared to be very effective within everyday workplace 

interactions that involved mentoring practices. The key finding my analysis identified 

was that the men I interviewed within executive management roles from the five 

federations did not discuss the importance of mentoring to create leadership change for 

women. The exception was senior executive manager, Greg from Federation C. 

However, Greg placed the responsibility onto the individual to be aware of any 

weaknesses and to approach him if they want to be mentored. I argued that this neo-

liberal rationality suggests everyone is responsible for their own choices (Connell, 
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2006). Therefore, Greg had not perceived the need to develop a formal mentoring 

program to develop the overall skills of all the staff within Federation C.   

 

In contrast, I explored comments made by women and men on the boards of Federation 

A, C and D in relation to my focus on the effectiveness of mentoring in relation to the 

gender composition of their boards. I argued that within the board members of 

Federations A, C and D there was a lack of awareness and priorities placed on 

mentoring as a governance strategy to create new opportunities for women in leadership 

roles. Therefore, mentoring was invisible as a strategy to create opportunities for 

women to attain leadership positions on the board. I argued that my research may have 

created some awareness among participants in relation to mentoring as a key strategy to 

create organisational, cultural and leadership change. Creating such awareness may 

contribute to reflective management practices where board members may implement 

mentoring programs in the future to create opportunities for women to attain board 

roles.  

 

The common finding across Federations A, C and D was that no formal networking or 

mentoring programs had been developed within the management or board structure to 

create opportunities for women in leadership roles and to assist in staff development. I 

argued that organisations outside of the sporting industry have mentoring programs 

developed across their organisations to assist with their staff development. This is an 

area that the State federations could develop with other sporting codes within their 

respective States.  

 

7.3 Concluding remarks 

 

The primary aim of the first half of this chapter was to explore, through thematic 

analysis across multi-case studies, how normative gender expectations are challenged 

through actions and interactions of women who have been successful in being 

appointed or elected to leadership roles within their respective federations. As Deutsch 

(2007) and Lorber (2000) have argued, much research that focuses on the ‘doing’ of 

gender tends to focus only on the ways in which normative gender expectations, 

meanings and behaviour are reinforced (such as men in key leadership positions). 

However, little attention has been given to the ways in which such situations are also 
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places where gender is undone- that is, where dominant gendered meanings are 

challenged and/or changed through actions and interactions (Deutsch, 2007; Lorber, 

2000).  

 

I drew upon Foucault’s (1982, 1991c, 1994) work on governmentality to focus on how 

women in leadership roles govern themselves and how they are governed by the 

federations. Applying Foucault’s conceptualisation of governmentality (1982, 1991c, 

1994) enabled me to examine how individuals governed themselves as gendered selves 

within their specific State federations through a feminist perspective by drawing on 

Amanda Sinclair’s (1994, 1998, 2005, 2007) work on doing leadership differently; 

Lewis and Simpson (2010) and Simpson and Lewis’ (2005, 2007) work on invisibility 

and visibility of women in leadership roles that contributed to the under-representation 

of women in sport governance roles. My contribution to research draws on Foucault’s 

work on governmentality (1982, 1991c, 1994) to open up questions on ‘doing’ 

gendered leadership as a contested practice influencing the State federations as dynamic 

places open to change. 

 

The first theme, ‘negotiating gendered leadership’, examined how women in positions 

of leadership within the State federations challenge the normative notions of leadership. 

I focused on how women leaders learn to move between states of visibility and 

invisibility to practice and be accepted as leaders (Lewis & Simpson, 2010; Simpson & 

Lewis, 2005, 2007). I then explored how men who hold key decision making positions 

perceived women fitting into the masculine leadership culture of football. I consider 

how men perceived women in executive management and board positions constantly 

negotiating their ‘fit’ within the masculine leadership culture of the State federations. 

My contribution to research relates to how gender (in)visibility operates and is 

produced and reproduced in organisations through organisational processes and 

practices that shape opportunities for women in leadership roles (Lewis & Simpson, 

2010). I have identified the way in which individual performances (women in 

leadership roles) are affected by prevailing gender discourses (male-dominated culture) 

where certain interests, experiences and knowledge are privileged over others. 

 

The second half of the chapter explored how organisational members, both women and 

men from Federations A, B, C and D, focused on change through implementing 
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organisational strategies and practical solutions that sought to bring about leadership 

change and create opportunities for women. The second theme, ‘creating and sustaining 

gender diversity and leadership in football’, examined how the minimal representation 

of women in leadership has been addressed by senior executive managers, executive 

managers and board members across Federations A, B, C and D. I drew upon 

Foucault’s (1982, 1991c, 1994) work on governmentality to focus on how the State 

federations govern themselves when addressing gender equity and organisational 

change. I considered how the federations are envisioning a gender inclusive 

organisation through multiple strategies relating to making women’s leadership visible.  

 

The two sub-themes that I identified through the participants’ responses included, 

‘shifting the discursive construction of management and leadership’, and 

‘transformational leadership strategies’. The first sub-theme of the ‘discursive 

constructions of management’ examined how participants from Federations A, B and C 

implemented diversity management strategies to bring about organisational and cultural 

change that may provide opportunities for women to attain leadership roles. My 

contribution to research relates to how previous diversity frameworks within sport 

organisations (Chelladurai 2001; Doherty & Chelladurai, 1999; Fink & Pastore, 1999) 

have provided sport managers with an end state to which to strive- a workplace where 

diversity is valued and that capitalises on the benefits differences can bring. Despite the 

importance of these frameworks, I argue that they provide little prescriptive guidance to 

managers seeking to achieve a culture of diversity. My research has highlighted how 

Federation A has used diversity management strategies to create an inclusive culture 

which may provide an example to assist sporting organisations in implementing gender 

diversity initiatives.   

 

The second sub-theme, ‘construction of leadership pathways’, examined participants 

explanations of the career progression and leadership pathways provided by Federations 

A, B and C to advance women into key decision making roles. I explored the discourses 

operating that shaped how women perceived career opportunities within their 

federations and how senior executive managers had provided opportunities for women 

to progress within the federations. I then explored how participants within executive 

management and board positions perceive identifying and tapping women on the 

shoulder; the importance of women ‘being known’ and becoming visible in the 
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industry; networking and mentoring as important strategies to advance women into 

leadership roles within football. My contribution to research relates to how creating 

awareness among the State federations in relation to mentoring and networking as key 

strategies to create organisational, cultural and leadership change may result in 

reflexive management practices.  
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CHAPTER EIGHT 

 

Conclusion 

 

8.0 Introduction 

 

This final chapter draws together the key findings of this thesis and discusses their 

significance in relation to the research questions. It begins with a restatement of the 

research questions and then discusses how the key findings presented in chapters Four 

to Seven respond to these questions. I examine the significance of the key findings in 

terms of how, in the post-amalgamation era, the governance reform within football in 

Australia has opened up opportunities for women in leadership roles within the State 

federations on the East Coast. I acknowledge that several policies of importance have 

emerged since data collection in 2006-2007 that may have potentially impacted on 

women in leadership roles within the State football federations. For example, I had 

carried out my analysis of the States’ strategic plans before the FFAs shift in policy in 

2008 to make women a fifth strategic pillar which may provide more impetus for 

women’s issues generally in participation and leadership roles (FFA, 2008) which could 

have impacted on the issues discussed and raised in the interview process with the 

participants from the State federations. Additionally, the ASC has released the policy, 

‘Australia’s Winning Edge 2012-2022’ in November, 2012 (ASC, 2012) which makes 

visible the economic benefits of having women in leadership roles within corporate 

business which may have shaped my research outcomes in relation to how the State 

federations discussed the importance of women in relation to the economic 

performance of their organisations (A detailed discussion can be found in Section 8.3). 

Finally, this chapter provides an overview of the implications for sport management 

practice/policy and outlines a future research agenda.   

 

8.1 Revisiting the research questions 

 

 

The overarching research question explored how, in the post-amalgamation era (2003 

onwards), the State football federations have addressed gender equity issues to improve 

opportunities for women in leadership roles, from a feminist post-structural perspective. 

I examined the increasing professionalisation of football in Australia and the effects of 

changing sport governance processes and management cultures that shaped women’s 

leadership opportunities in Australia. Foucauldian theory and a feminist post-structural 
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approach allowed me to explore the discourses and assumptions that inform sport 

leadership roles within the State football federations. Drawing on Foucault, I have used 

the term ‘government’ in its broadest sense, where “to govern is to structure the 

possible field of action of others” (Foucault, 1982, p.221).  This allowed me to consider 

how power/knowledge works through particular rationalities in the football federations’ 

governance through Foucault’s (1991a, 1991b) technologies of performance.  

 

A feminist poststructuralist framework enabled me to explore how women were 

governed through discourses and power relations in particular ways that affected their 

management and leadership opportunities within the State football federations. My 

research was guided by the following research questions. 

 

  

With respect to amalgamation:  

 

1. What have been the major internal and external policies driving change around 

women in leadership in football in Australia? How have gendered leadership 

issues and solutions been constructed within these policies? 

 

2. How did the changing power/knowledge relations that developed within the 

newly amalgamated federations’ board and management structure shape 

women’s opportunities for leadership?  

 

3. How did women in leadership roles negotiate and challenge the existing male-

dominated culture through strategies that redefine and rework the context of 

leadership?  

 

4. How did men in leadership roles impede or support organisational strategies to 

bring about leadership and cultural change to shape opportunities for women?  
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8.2 Thesis findings and contributions  

 

 

Chapters Four to Seven of the thesis directly responded to all four of the research 

questions outlined above. Chapter Four focused on how the broader policy changes 

within ASC and football in Australia have shaped sport leadership for women through 

policy formulation and implementation. The second half of the chapter explored the 

strategic plans of five (5) football federations in Eastern Australia and critically 

examined how they addressed gender equity within sport management.  

 

The first key finding of this thesis was that the guidance provided by the ASC to 

improve opportunities for women in leadership had been constructed through 

recommendations developed through policies such as the National Sporting 

Organisations Governance: Principles of Best Practice (ASC, 2002a, 2002b). This 

policy suggested that sport organisations should work ‘consciously’ to increase women 

on boards. However, there is no penalty for ignoring this directive or any incentive to 

adopt it. The ASC approach to gender equity leaves the responsibility for change with 

the federations. While the ASC suggests that if organisations work within this model 

they may voluntarily improve their governance, it does not take into account the 

organisations’ management culture. Additionally, this policy assumed organisational 

change is a rational and linear process, rather than an interpretive, cultural process 

(Kay, 1996). Therefore, the guidance provided by the ASC left the football federations 

with the responsibility to govern their own conduct in relation to the construction of 

gender within their policy formulation and implementation of strategies to create 

opportunities for women to enter leadership roles. My findings highlighted how the five 

State federations addressed gender awareness around women in leadership within their 

strategic plans, from the most inclusive to the least inclusive. For example, Federation 

A had been pro-active in creating opportunities for women in leadership roles and was 

the most gender inclusive federation in my research. Federation E did not acknowledge 

that the problem of gender equity existed and therefore, no strategies had been put in 

place to rectify this situation. The findings from this study suggested that there are 

significant gaps between discursive constructions of women in leadership roles with 

policies and strategic plans and the implementation of gender equity strategies within 

the State football federations. 
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My contribution to research relates to Bacchi’s (1999) approach to policy analysis in 

that it diverges from previous policy analysis within sport management to develop new 

ways to critically think about, and address, gender equity within the Australian sport 

system as a policy community. Bacchi’s (1999) research offers a feminist alternative to 

mainstream policy analysis through the use of Foucault’s work on genealogy and 

governmentality. Bacchi’s (1999) approach may assist ASC to use policy as an 

instrument of change to shape how gender is made thinkable within the football 

federations. Therefore, the ASC, and the National and State bodies of football could use 

policy as an instrument for change in relation to how gender is made thinkable within 

the governance structure of their organisations to open up leadership opportunities for 

women.    

 

Chapter Five focused on how organisational members from the five football federations 

interpreted their strategic plans in relation to whether women in leadership and gender 

equity were issues of importance in their strategic direction. In particular, I identified 

how the strategic plans of each federation discursively constructed gender equity: how 

women in leadership roles were represented in the texts, and the power relations evident 

in these constructions. By applying Foucault’s conceptualisation of technologies of 

performance (Dean, 1999) I was able to explore the effects of the ASC’s influence over 

SSOs through the promotion of a corporate governance model. These technologies of 

performance are enacted by the ASC to regulate and transform sport organisations with 

the aim of improving the effectiveness and the efficiency of their governance structure. 

By examining the strategic plans and governance structure of the federations I was able 

to identify each State federation’s organisational values and how gender equity had 

been made thinkable within these values. Drawing on Larena Hoeber’s (2007) work on 

studying gender equity as an organisational value provided me with an important 

departure point from which to consider the cultural and structural conditions 

constituting and regulating gender equity and women’s leadership opportunities in 

football. 

 

The key finding within Chapter Five was that women were not part of the calculation of 

success or organisational performance of Federations B, C, D and E. I argued that the 

football federations had primarily focused on their economic success and financial 

viability which governed the way senior executive managers and board members 
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formulated, implemented and interpreted their strategic plans in relation to gender 

equity and women in leadership. This focus on financial success had contributed to 

gender equity not being perceived as an organisational value. Therefore, little had been 

done in their strategic plans to work towards gender equity and enhancing opportunities 

for women in these roles.  

 

The focus on the professionalisation of each Federation through technologies of 

performance, such as the setting of performance indicators and their financial viability, 

governed the way senior executive managers and board members interpreted their 

strategic plans with little regard for gender. This resulted in women not being part of 

the calculation of success or organisational performance of the federations. My analysis 

identified how Federation B, C, D and E’s male-dominated culture was normalised and 

gendered in relation to how women and men in leadership roles interpreted policies and 

organisational practices. I argued that the conservative understandings of gender equity 

and policy formulation and implementation within the four federations are unitary and 

shared, with little effort made to promote leadership change (Fletcher, 1999).  

 

My findings suggest that there is a need to examine gender suppression, or how gender 

is deliberately not expressed within Federations B, C, D and E. My findings diverge 

from Shaw’s (2006a) work to explore how gender is made visible and becomes an issue 

for change in relation to the management and governance within the football 

federations. I focused more closely on how current executive managers and board 

members are challenging the existing culture and structures to open up opportunities for 

women in key leadership roles. This may challenge the current thinking within the four 

federations about the positives of developing gender equity policies and creating an 

inclusive culture in relation to women in leadership. Additionally, the current thinking 

within the four federations that related risk discourses with gender precluded them 

thinking about the positives of developing gender equity policies and creating an 

inclusive culture in relation to women in leadership. Ironically there is a real ‘risk’ that 

the four federations are missing out on the contribution women can make to their 

organisational performance.  A key finding in my analysis was that Federation A was 

the only federation to acknowledge how their business success and having women in 

leadership roles complemented each other. This finding is significant as it may provide 

executive managers from the other four federations with an example of how top 
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management support (Gilbert & Ivancevich, 2000) from within Federation A had led 

the charge for diversity efforts, creating a workplace where diversity is valued and that 

capitalises on the benefits that differences can bring. Consequently, gender equity in 

leadership was incorporated into the organisational values (Hoeber, 2007) of Federation 

A as were financial viability and diversity.  

 

Additionally, I argued that Carol Bacchi’s (1999) policy analysis can be applied to any 

policy area to develop new ways to think about, and address, policy problems. 

However, for this change to occur within the five federations the participants’ 

construction of women in leadership and gender equity is required to be perceived as a 

policy problem.  The gap between acknowledging the importance of gender equity and 

the implementation of gender equity strategies and policies is a key finding within this 

thesis. Therefore, this chapter supported the view that there is a disjuncture between the 

development of gender equity policies and the ways in which gender relations are 

expressed and played out in sport organisations (Acker, 2000). This is supported by the 

statement that gender equity in sport organisations has traditionally been, and arguably 

remains a ‘thorny issue’ (Hall, 1996; Hall et al., 1989; Hoeber & Frisby, 2001; 

Staurowsky, 1990, 1996). 

 

Chapter Six focused on how organisational members from the five football federations 

articulated their perception of the governance and leadership changes that have 

occurred with the amalgamation of football within their respective States. I focused on 

the gendered power relationships negotiated during organisational change and how this 

shaped pathways to leadership for women. The main purpose of Chapter Six was to 

address the following question: How did the changing power/knowledge relations that 

developed within the newly established board and management structure affect 

women’s opportunities for leadership? I drew upon Foucault’s analysis of rationalities 

that inform power/knowledge regimes and particular ways of governing through a 

feminist perspective by drawing on Joan Acker’s (1990) theory of gendered 

organisations. I explored the gendered effects of the amalgamation and the way it has 

shaped the thinking, rationalities and conduct of the board and management in relation 

to women’s opportunities for leadership. This chapter extended Acker’s analysis and 

critique of gendered organisations by investigating and challenging how gender is 

embedded in the organisational logic of the newly formed football federations. 
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The key finding within Chapter Six is that a lack of communication and planning in 

relation to the processes of amalgamation within the five federations created mistrust. I 

found that building trust within the process of amalgamation and governance changes 

was important as trust was associated with a myriad of issues identified by the women’s 

associations. For example, not having a voice in the decision making process and the 

fear of becoming invisible within the men’s organisation. My findings suggested that 

the women’s football organisation throughout the amalgamation process had lost their 

voices in the leadership and governance processes of the newly formed federations. 

Therefore, the women’s organisation had been incorporated into the current 

management and leadership structures of the newly formed organisations without being 

given the opportunity to renegotiate the gender composition of the board and executive 

management. I argued that the football amalgamations represented a particularly well-

defined arena for the reproduction of gender segregation (Acker, 1992, 1994, 1998). I 

found that an unacknowledged cost of the amalgamation process was the loss of women 

in leadership roles, women who could have contributed to the organisational 

performance within Federations B, C, D, and E.   

 

However, within Federation A men and women had identified the opportunity to 

improve organisational performance whilst working towards a gender inclusive culture 

through the amalgamation of their organisations. I argued that Federation A’s approach 

to amalgamation is an example of how dominant assumptions about gender can be 

deconstructed thus opening up opportunities for women in leadership. Women in 

leadership roles within Federation A exercised power by having a voice within the 

strategic planning and governance process to work towards an inclusive culture.  

 

Another crucial finding in my analysis was that the amalgamation process within 

Federations B, C, D and E provided an opportunity to improve organisational 

performance and to work towards an inclusive culture that acknowledged women’s 

leadership abilities. However, the amalgamation resulted in a lost opportunity as little 

critical reflexivity about organisational change and culture occurred. Therefore, men in 

key leadership roles tended to be unreflexive, that is, they were not aware of the ways 

their sense making was gendered and /or did not consider gender to be an issue (Reskin 

2000; Ridgeway & Correll, 2000). I argued that the masculine models of management 
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became normalised and subtly excluded women from leadership roles. I also identified 

how members of Federation A, B and D highlighted the difficulty that many women 

experience in advancing within ‘non-traditional’ industry sectors and the gendered 

image of football as a whole. I argued that men within Federations A, B, D and E 

perceived football as a masculine sport, run by men. This is also the reason they gave 

for the minimal number of women in leadership roles.   

 

My contribution to research draws on and extends Acker’s (1990, 1992, 1994, 1998) 

organisational logic to identify the extent in which, and the ways in which, different 

State federations are gendered within the amalgamation process. Additionally, I drew 

on Foucault’s (1978, p.83) notion of power where power is “omnipresent as it was 

produced from one moment to the next, at every point, or rather in every relation from 

one point to another.” The strength of analysing power relations from a Foucauldian 

perspective resides in an alternative approach to understanding how individuals can 

deploy different kinds of organisational logic (Acker 1990, 1992, 1994, 1998) to 

exercise power within the State football federations. The complex interplay between 

individuals, policies and organisational logic can either impede or improve women’s 

leadership opportunities. My research moves beyond and challenges the view of 

individuals as leaders in sport organisations to incorporate how organisational processes 

can shape leadership opportunities through inclusive management practices. For 

example, the organisational culture, logic and structure are interconnected through the 

gendered discourses women and men used within the five federations to construct the 

governance and leadership changes within the newly amalgamated federations. 

Including women in leadership as a key area within the strategic planning process of the 

State federations through specific discourses and values about inclusiveness and 

diversity may then be embedded in their organisational culture.  

 

Chapter Seven identified how normative gender expectations have been challenged 

through actions and interactions of women who have been successful in being 

appointed or elected to leadership roles within their respective federations. Gender was 

‘done’ and ‘undone’ by women and men in leadership roles and I focused on how 

participants problematise women in leadership roles, gender inclusion and diversity. I 

explored how women governed their conduct and negotiated multiple subjectivities 

through a range of management practices that they deployed. As Deutsch (2007) and 
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Lorber (2000) have argued, much research that focuses on the ‘doing’ of gender tends 

to focus only on the ways in which normative gender expectations, meanings and 

behaviour are reinforced (such as men in key leadership positions). However, little 

attention has been given to the ways in which such situations are also places where 

gender is undone- that is, where dominant gendered meanings are challenged and/or 

changed through actions and interactions which was the focus of this chapter (Deutsch, 

2007; Lorber, 2000).  

 

Additionally, Foucault’s work on governmentality enabled me to examine how 

individuals governed themselves as gendered selves within their specific State 

federations through a feminist perspective. My findings challenge previous work within 

sport management and gender and organisations as I identified the types of self-

management strategies women adopt to resist and fit into the masculine leadership 

culture to ‘do’ sport leadership and create change. I drew upon Sinclair’s (1994, 1998, 

2002, 2007) work on doing leadership differently; Lewis and Simpson (2010) and 

Simpson and Lewis (2005, 2007) work on invisibility and visibility of women in 

leadership roles. Therefore, in this chapter I explored how women negotiated and 

challenged the existing male-dominated culture and organisational processes to open up 

questions on ‘doing’ gendered leadership as a contested practice within the State 

federations. Therefore, challenging the heroic norms of leadership which are highly 

masculinised to a post-heroic view of leadership, where leadership is conceived as a 

social, relational and shared practice (Cunliffe & Eriksen, 2011; Fletcher, 2004; 

Sinclair, 1994, 1998, 2005, 2007).  

 

The second half of the chapter explored the operational and organisational strategies 

developed by senior executive managers, executive managers and board members from 

Federations A, B, C and D to bring about leadership and cultural change to create 

opportunities for women. I identified how men within these leadership roles perceived 

women fitting into the male-dominated culture of football. Men’s experiences are 

important to my research as they were aware that a male-dominated culture exists and 

that women have had to adapt to become part of the management structure. I argued 

that men had the capacity to instigate practical solutions and organisational strategies to 

bring about leadership and cultural change to create opportunities for women. 
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The first important finding within Chapter Seven was that leadership roles within 

football were gendered hence highlighting the complexity of how women governed 

their conduct as they were constantly moving between states of invisibility and 

visibility (Lewis & Simpson, 2010; Simpson & Lewis 2005, 2007). Women’s shifting 

subject positions and relationships were at times challenging but also provided 

leadership opportunities. As my analysis has shown women leaders invoked (in) 

visibility as a strategic device to challenge power relations within their State 

federations. Therefore, I identified that the federations were in a transition of moving 

beyond the current model of heroic leadership within their organisation.  

 

The second key finding identified that Federation A was the most inclusive in relation 

to the gendered explanations and discourses that organisational members used to 

discuss the importance of making gender visible through diversity management 

practices. Federation A’s commitment to gender diversity strategies aligns with Ely and 

Meyerson’s (2000a) research that found that organisations who are able to take gender-

related diversity management to their core seemed to foster more symmetric relations of 

power as well as more effective functioning. Therefore, by managing equity in a way 

that fundamentally disrupts the basis of traditional gendered power relations this may 

lead to more effective organisations through enhanced communication, support and 

openness (Ely & Thomas, 2001; Meyerson & Kolb, 2000). I argued that Federation A’s 

adoption of diversity policies enabled the performance of different types of leadership 

and management within their federation which opened up opportunities for women in 

leadership roles. In contrast, Federation B and C’s construction of diversity 

management did not include diversity as gendered or the importance of developing 

strategies to change the organisational culture in a way that it becomes open, 

welcoming and a supportive environment for all people (Kersten, 2000). 

 

The third important finding within Chapter Seven revealed multiple strategies that 

Federations A, B and C implemented to make women in leadership visible through their 

management practices and strategic planning policies to create gender awareness and 

bring about organisational and cultural change. I identified how leadership pathways 

were constructed as important strategies that may contribute to the transformation of 

organisational practices that created opportunities for women to exercise leadership. 

Another finding in my analysis identified that although Federation C had created 
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pathways for women in leadership roles, how they were addressing the cultural changes 

required to bring about these changes had not been discussed.  

 

My research identified a myriad of strategies that participants perceived as important to 

advance women into leadership roles within football. These included identifying and 

‘tapping women on the shoulder;’ the importance of women ‘being known’ and 

becoming visible in the industry; networking and mentoring. For example, senior 

executive manager, TM from Federation A and executive manager, Octavia from 

Federation C, suggested that by women being noticed at various networking functions 

such as conferences they become visible as leaders (Lewis & Simpson, 2010; Power & 

Butterfield, 2003). I identified that women in leadership roles within Federations A and 

C played pivotal roles in conducting informal mentoring for women to advance their 

careers.  

 

However, the men I interviewed within executive management roles from the five 

federations did not discuss the importance of mentoring to create leadership change for 

women. The exception was senior executive manager, Greg from Federation C. 

However, Greg placed the responsibility onto the individual to be aware of any 

weaknesses and to approach him if they want to be mentored. I argued that this neo-

liberal rationality suggests everyone is responsible for their own choices (Connell, 

2006). Therefore, Greg had not perceived the need to develop a formal mentoring 

program to develop the overall skills of all the staff within Federation C.  I identified 

how male administrators did not seem to be aware of gender inequities in practice 

within their federations which reflected the effects of gender suppression (Shaw, 2006a) 

where individuals may do little to challenge taken for granted assumptions which 

influence, and are influenced by, organisational understandings of gender. 

 

The fourth key finding related to the lack of awareness and priorities placed on 

mentoring as a governance strategy to create new opportunities for women in leadership 

roles within the board members of Federations A, C and D. Therefore, mentoring was 

invisible as a strategy to create opportunities for women to attain leadership positions 

on the board. The common finding across Federations A, C and D was that no formal 

networking or mentoring programs had been developed within the management or 

board structure to create opportunities for women in leadership roles and to assist in 
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staff development. The federations could utilise the ASC women in leadership 

programs as an external mentoring program to develop women in leadership within 

their organisations. This may contribute to reflective management practices with 

internal mentoring programs being developed by the State federations that utilise 

concepts from the ASC leadership program. 

 

My contributions to research relate to examining how issues of gender were revealed 

and concealed within the State federations, including tactics of exposing gender and 

disappearing gender. I have identified the way in which individual performances 

(women in leadership roles) are affected by prevailing gender discourses (male-

dominated culture) where certain interests, experiences and knowledge are privileged 

over others. According to Kempster and Stewart (2010, p.208) there is limited 

understanding of the “influence and connectivity of context and process that shape the 

development of leadership practice.” Leadership learning and practice, they write, can 

be viewed as two sides of the same coin connecting local knowledge and action. I 

argued that Kempster and Stewart’s (2010) research provided a space to think beyond 

the current model of leadership within the State football federations which is one of 

heroic leadership. Therefore, challenging the heroic norms of leadership which is 

highly masculinised to a post-heroic view of leadership, where leadership is conceived 

as a social, relational and shared practice (Cunliffe & Eriksen, 2011; Fletcher, 2004), a 

process that is “constructed over time through the interaction, interpretation and sense 

making of people” (Jepson, 2009, p.68). 

 

Overall, this thesis has contributed to research that explores the issues of gender and 

power for women within sport leadership by attempting to link sport sociology and 

sport management literature. My thesis builds upon a growing body of critical and 

feminist research in sport management that aims to make gender issues thinkable in 

different ways (Frisby, 2005; Fullagar & Toohey, 2009; Hoeber, 2007; Shaw & Frisby, 

2006, Shaw & Penny, 2003). Shaw and Penny’s (2003) research described the 

development of gender equity policies in three national governing bodies in English 

sport, and concluded by recommending greater organisational reflexivity and deep 

structure analysis was required to bring about organisational change. Cunnningham and 

Singer (2009); Fink, Pastore and Riemer (2003); and Taylor’s (2003) research suggests 

that many sport organisations recognise the potential benefits of workplace diversity, 
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but do little to ensure an environment where those benefits are recognised. According to 

Cunningham (2008, p.137), a common theme in managing diversity and sport “is an 

emphasis on the desired end state…with little guidance as to the specific dynamics and 

processes for creating and sustaining the state.” I argue that critical perspectives of 

power and change may assist with identifying the various forces that impact on a 

culture of diversity in the sport workplace (Doherty, Fink, Inglis & Pastore, 2010; 

Shaw, 2006; Shaw & Frisby, 2006).  

 

8.3 Implications for sport management policy and practice 

 

At the time my empirical research was conducted (2006-2007) the ASC 

(Commonwealth of Australia, 2006) was reluctant to mandate gender requirements 

through the imposition of quotas or targets in relation to the proportion of women on 

boards and in management roles. The policies and reports developed by the ASC had 

identified that women were under-represented in leadership positions within sport 

organisations but had not provided information on how the SSOs could address gender 

equity issues to improve women's leadership opportunities. As I have illustrated, the 

recommendations developed through policies such as the National Sporting 

Organisations Governance: Principles of Best Practice (ASC, 2002a, 2002b) (see 

Chapter Four, section 4.2) suggested that sport organisations should work ‘consciously’ 

to increase women on boards. There is no penalty for ignoring this directive or 

incentive to adopt it. The ASC approach to gender equity left the responsibility for 

change with the federations. Consequently, the football federations had been left to 

govern their own conduct in relation to the construction of gender within their policy 

formulation and implementation. This resulted in the State football federations utilising 

sections of the National Sporting Organisations Governance: Principles of Best Practice 

(ASC, 2002a, 2002b) depending on the importance placed on gender equity in the 

‘outcome’ requirements for good leadership. Although the ASC identified the 

importance of women on sport boards, there is a lack of consideration about how the 

male-dominated culture and structure of organisations could change to create a more 

gender inclusive approach to leadership. I argued that the ASC policies provided little 

prescriptive guidance to managers seeking to increase opportunities for women in 

leadership roles whilst working towards a culture of diversity.  
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However, since my empirical research began in 2006 the ASC has released the policy, 

‘Australia’s Winning Edge 2012-2022’ in November, 2012 (ASC, 2012). I argue that 

this policy reflects the initiatives implemented by the ASX in 2010 that identified the 

economic benefits of having women in leadership roles within corporate business 

(ASX, 2010). However, past attempts to change the traditional under-representation of 

women in positions of power in sport organisations have primarily focused on 

increasing the number of women in management positions. While the intention behind 

the policy, ‘Australia’s Winning Edge 2012-2022’ (ASC, 2012) may be perceived as 

positive, I argue that similar to the National Sporting Organisations Governance: 

Principles of Best Practice (ASC, 2002a, 2002b), the continual focus on increasing 

‘numbers of women in decision making’ does little to critique the cultural change 

required to achieve gender equity practices within sport organisations. This focus also 

ignores the role of male administration in supporting or preventing gender inequity 

within organisational culture.   

 

As I have illustrated throughout my thesis, men’s experiences are important to my 

research as they were aware that a male-dominated culture exists and that women have 

had to adapt to become part of the management structure. These men in key leadership 

roles also have the capacity to instigate practical solutions and organisational strategies 

to bring about leadership and cultural change. However, my research identified that 

minimal change had been implemented by men from the five State federations.  

 

Conversely, within the Australian business sector the guidelines from the ASX 

Corporate Governance Council had provided motivation and direction in the 

development of the Male Champions of Change (MCC) proposal (Australian Human 

Rights Commission, 2011, 2013).   

 

The MCC is a collaborative initiative of corporate and institutional leaders convened by 

Elizabeth Broderick, Sex Discrimination Commissioner, Australian Human Rights 

Commission (Australian Human Rights Commission, 2011, 2013). The initial MCC 

was comprised of 11 corporate and institutional leaders which has grown to 21 CEOs, 

department heads and non-executive directors from across business and Federal 
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government by 2013 (Australian Human Rights Commission, 2011, 2013). The Male 

Champions of Change program is committed to discussing and promoting strategies 

and actions that elevate women’s representation in leadership. The 2011 report titled 

‘Our experiences in elevating the representation of women in leadership: A letter from 

business leaders’ suggested three phases that organisations may take that bring the 

gender diversity journey to life. Phase one: Getting in the game; phase two; Getting 

serious and phase three: Capturing diversity advantage.  

 

These initiatives were expanded on further in the 2013 report titled ‘Accelerating the 

advancement of women in leadership: Listening, Learning, Leading’ that discussed an 

interconnected set of high impact actions that leaders can take to change the leadership 

game. These actions fell into four key themes that included stepping up as leaders; 

creating accountability; disrupting the status quo and dismantling barriers for carers. 

The 23 leaders argued that if they wanted gender balance to be the norm in their 

organisations, then they must create the conditions and cultures that enable both men 

and women to thrive (Australian Human Rights Commission, 2013). Dr Ian Watt, from 

the Department of the Prime Minister and Cabinet reflects the changes required by men 

to bring about leadership changes for women:  

Women in leadership has to be made personal for men who have influence 

and a capacity to act to change the status quo… Making it personal means 

it’s my responsibility. 

Dr Ian Watt, Secretary, The Department of the Prime Minister and Cabinet     

(Australian Human Rights Commission, p.10, 2013). 

 

I argued that this report may be a blueprint that could assist men who hold key decision 

making positions within the State football federations to bring about leadership and 

cultural change through developing their own MCC within their federations and across 

the State federations in Australia. 

This thesis has identified that new directions in policy formulation and implementation 

by the ASC, FFA and the State federations, are required that make women visible as 

leaders whilst working on cultural change to achieve gender equity practices within 

sport organisations. As I have discussed in section 8.2, the work of Carol Bacchi (1999) 

can be applied to any policy area to develop new ways to think about, and address, 
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policy problems. However, for this change to occur within the five federations the 

participants’ construction of women in leadership and gender equity needs to be 

acknowledged as a policy problem. 

My research identified the value of critical and reflexive practices in sport management 

that may inform different ways to achieve success in the development of alternative 

discourses to leadership and diversity within the State federations. Reflexive 

management practices may result in women in leadership being identified as a key area 

within the strategic planning process of the State federations through specific 

discourses and values about inclusiveness and diversity which may then be embedded 

in their organisational culture. For example, Phillip’s (1998) research into the 

amalgamation of the women’s and men’s hockey in Australia is an example of how 

reflexive management practices shaped how gender inclusive organisations can be 

developed. Hockey Australia addressed governance issues that included gender equity 

within the structure of the board and a new constitution with equal representation of 

women and men. Shaw’s (2007) research on sport policy development in the United 

Kingdom argued for individuals to critically examine equality within sport 

organisations with a view to adopting a more reflective framework in which to address 

organisational processes. Additionally, Knights and Kerfoot (2004); Meyerson and 

Kolb (2000); Shaw (2006a, 2006b); and Shaw and Frisby (2006) identified that self-

reflexivity practices by organisational members is required to bring about 

organisational and social change within sport organisations.  

 

As I have illustrated in this research, diversity management strategies had only been 

effectively employed by Federation A to work towards creating an inclusive culture. I 

argued that diversity frameworks within sport organisations (Chelladurai 2001; Doherty 

& Chelladurai, 1999; Fink & Pastore, 1999) have provided sport managers with an end 

state to which to strive- a workplace where diversity is valued and that capitalises on 

the benefits differences can bring. Despite the importance of these frameworks, I argue 

that they provide little prescriptive guidance to managers seeking to achieve a culture of 

diversity. My research highlighted how Federation A had used diversity management 

strategies to create an inclusive culture which may provide a blueprint to assist sporting 

organisations in implementing gender diversity initiatives. For example, Federation A 

developed a ‘change team’ where the board and CEO represented a collection of people 
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who had a strong commitment to the gender change process and communicated the 

need for change to other stakeholders of the federation.  

 

My research identified the discursive parameters established through Federation B, C, 

D and E’s strategic plans which emphasised the growth of the sport with little regard to 

gender and women’s leadership capabilities. Therefore, educating board members  

in relation to the financial and cultural benefits of working towards a diverse workforce 

may be required to work towards cultural and leadership changes. I argued that 

Federations B, C, D and E could use their strategic plans to set performance indicators 

and benchmarking to prioritise gender equity as an organisational value, whilst also 

focusing on their financial viability and governance changes. I identified how 

Federation A was a positive example of what is possible as they combined the 

importance of gender equity, women in leadership and the financial viability of their 

organisation in relation to working towards a gender inclusive governance structure. 

Executive management and board support from within Federation A led the charge for 

diversity efforts, creating a workplace where diversity was valued.   

 

 

8.4 Future research agenda 

 

This research has explored, how, in the post-amalgamation era (2003 onwards), the 

State football federations have addressed gender equity issues to improve opportunities 

for women in leadership roles. There is presently little research dedicated to the gender 

dimensions of organisational amalgamation in Australia. There are four exceptions that 

explore how gender-power relations are negotiated by women (Phillips, 1998; Stronach 

& Adair, 2009; Sibson, 2004; 2010). I suggest that further qualitative research is 

required to build on previous findings and recommendations to further explore how 

gender equity and women in leadership is discursively produced within policy and 

organisational strategies within the amalgamation process of sport organisations. This 

research has provided a snapshot of the effects of amalgamation within football in 

Australia and how this shaped leadership opportunities for women.  

 

Further research is warranted to understand the power/knowledge relations that shape 

how women and men negotiate leadership roles within sport organisations in Australia. 

Research is required that focuses on strategies and policies to bring about cultural 
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change rather than the continual focus on increasing ‘numbers of women in decision 

making’ to achieve gender equity practices within sport organisations. For example, 

Shaw’s (2007) research on sport policy development in the United Kingdom argued 

that in order for equality policies to be successful, organisational involvement is 

required by all members. Shaw (2007) argued that organisational commitment to 

equality policies can be achieved by developing small, incremental projects in which 

organisational members play a fully informed role. Adopting work practices that 

encourage workers or employees to examine taken for granted assumptions represents 

an example of Ely and Meyerson’s (2000a, p.138) call “to begin to invent alternative 

images of work and social relations at work”. This approach encourages organisational 

members to discuss and incorporate multiple views of equity into, for example, their 

understanding of what, or who, makes a good manager. The role of men in supporting 

or undermining practical solutions and organisational strategies to bring about 

leadership and cultural change to create opportunities for women could also be a future 

research agenda.   

 

Future research is necessary within the sport management industry. It should focus on 

how board members are being educated about their changing governance roles, and 

how these shape strategic plans and policies. This education may create new 

understanding and policy implementation that addresses gender equity, and women in 

leadership whilst working towards an inclusive culture. 

 

Future research is warranted in Australia that focuses on University graduates who are 

educated with more than a commercial and economic perspective within the sport 

management industry (Humberstone, 2009; Smith & Westerbeek, 2004). This may 

shape how gender equity, inclusiveness and women in leadership can become visible as 

an important organisational value whilst shaping how sport policies are formulated and 

implemented. I argue there needs to be a shift in educating future sport management 

professionals on their understanding of how business imperatives and women in 

leadership can complement each other in achieving economic and organisational 

objectives. My argument is supported by Humberstone’s (2009) examination of sport 

management education and the changes in curriculum at one University in the United 

Kingdom. It reduced the emphasis on critical thinking with respect to gender and ethnic 

diversity. Humberstone (2009) argues that sport management education is in danger of 
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becoming too narrowly defined by a teaching approach that values operational 

knowledge at the expense of critical inquiry. Humberstone (2009) challenges sport 

educators to consider how critical managerial and social science perspectives can be 

brought together to deal with issues of gender equity and social justice more broadly.  

 

This thesis has contributed to the growing body of critical and feminist research in sport 

management that aims to make gender issues ‘thinkable’ in different ways (Frisby, 

2005; Hoeber, 2007, 2010; Shaw 2006a, 2006b; Shaw & Frisby, 2006). My research 

identified the value of poststructural analysis for looking at issues of gender within 

management differently, the specific context of how gender relations play out within 

football and how women seek to manage these. My research opens up the field of sport 

management to self-reflexive questions about the ongoing gender equity challenges and 

changes in sport through reflexive practices about the gendered process of 

amalgamation. I have argued that a shift in thinking about how power-knowledge 

relations shape organisational cultures and governance structures is required to work 

towards inclusive organisations that value gender diversity in sport leadership.  
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9.0 Appendices 

 

9.1 Appendix A: Key moments in the development of policies governing women in 

sport in Australia. 

 

 Key policies and forums relating to women’s 

sport 

 

Year Title Author/ Responsibility  

2012-2022 Australia’s Winning Edge 2012-2022. 

 

Australian Sports Commission. 

2010  Australian sport: The pathway to success. Commonwealth of Australia 

2009  The future of sport in Australia: Australian 

Government Independent sport panel report. 

Commonwealth of Australia 

2008 Australian Sport: Emerging challenges, new 

directions. 

Australian Sports Commission 

2006 About Time! Women in Sport and Recreation in 

Australia, Senate Report.  

Environment, Communications, 

Information Technology and the 

Arts References Committee. 

Commonwealth of Australia. 

2002 ASC: National Sporting Organisations 

Governance: Principles of Best Practice.  

Australian Sports Commission. 

2001 Backing Australia’s Sporting Ability; a More 

Active Australia (BASA). 

Federal Government: 

Commonwealth of Australia. 

1999-2002 Active Women: National Policy on Women and 

Girls in Sport, Recreation and Physical Activity. 

Documented and co-ordinated by 

the Participation Division of the 

ASC. 

1997 Active Australia campaign (1997-2002). Australian Sports Commission. 

1998 Windhoek Call for Action (Second World 

Conference on women in sport). 

Sports Canada. 

1994 Brighton Declaration (First World Conference on 

women in sport). 

 

UK Sports Council. 
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1992 Maintain the Momentum: Australian Government 

Sports Policy.  

Australian Sports Commission. 

1992 Towards Gender Equity: A Practical Guide for 

Sporting Organisations in Developing a Gender 

Equity Action Plan.  

Australian Sports Commission. 

1992 Halfway to Equal.  House of Representatives 

standing Committee on Legal & 

Constitutional Affairs.  

1989 The Australian sports kit: Next Step. Australian Sports Commission. 

1987 National Policy and Plan for Women in Sport. Australian Sports Commission. 
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9.2 Appendix B:  Interview questions 

 

 

1. Please tell me about your role within the organisation and how long you have 

held this position?  

 

2. How have the structure and gender roles within executive management changed 

since the amalgamation?  

  

 

3. Can you tell me what the gender composition of your executive management is?  

 What do you think has contributed to this situation?        

 

4. From your perspective what are some of the key factors that influence the 

gender representation within executive management in sport organisations? (and 

in your organisation?)  

 

 Do you think having women in executive management positions adds 

anything different?  

 

5. How did the amalgamation affect the executive management positions (and 

roles?) 

 

6. Have you experienced any issues or barriers in the course of your career, in 

obtaining an executive management position as a female? What issues or barriers do 

you think men might face? 

 Can you recall any power struggles you have experienced or observed within 

your position relating to gender and management issues? 

 

7. Since the amalgamation, have the strategic and operational plans identified any 

gender equity issues or strategies relating to women in management and board 

roles? 

 

8. How effective do you think external policies and reports driving change around 

gender equity are in relation to your organisation? (For example the Senate inquiry 

into women in sport and recreation 2006) 

 

9. How do you think the culture of your organisation/board has changed since the 

amalgamation? 

 

10. What is your vision for the future in terms of improving opportunities for 

women in executive management roles within Football Federation Australia?  
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9.3 Appendix C: Information sheet  

 

 
Information Sheet 

 

Women in Sport Management within Australian Football  

 

Chief Investigator:                                                             PhD Supervisor:                                   

Charmaine Fleming                                                       Dr Simone Fullagar                  

PhD student                                                                   Associate Professor     

Department of Tourism, Leisure, Hotel and Sport   Department of Tourism, Leisure, 

Hotel and Management                                                                  Sport Management                                                                 

Griffith University                                                        Griffith University                                                   

Ph: (07) 37353744                                                        Ph: (07) 37356743                                        

Email: c.fleming@griffith.edu.au                               Email: s.fullagar@griffith.edu.au                                    

                                                                                       

The Research Project 

 

My doctoral project will investigate different perspectives on gender equity issues 

within the administration of football in Australia. The project aims to explore how, in 

the post-amalgamation era, sport organisations are addressing gender equity to improve 

women’s executive management and board opportunities. In addition, the project seeks 

to understand how organisations respond with solutions in policies and management 

practices. It aims to generate innovative approaches to sport management and gender 

equity. All participants will be provided with a copy of their interview transcript if they 

desire one. The research will be written up as a PhD thesis and may be used in 

publications or conference presentations. A copy of the thesis will be available for 

reading in the Griffith University library and a summary of findings will be sent to 

participants who wish to receive this.   

 

 

What I am doing 

Female and male executive management and board members are invited to participate in the  

study through an individual interview (approximately one-two hours).  

 I will be asking a range of open ended questions about gender equity issues relating to  

   sport management policies and practices, as well as your own experiences.  

 You are not required to answer questions that you do not feel comfortable with.  

 If you agree I will digitally record the interview so that I can transcribe it later for my  

   analysis. The digital files will be deleted after they have been transcribed.  

 You may have a copy of the transcript to check that what and you have said was correct.  

 To maintain confidentiality I will change all participants’ real names so that you cannot  

   be identified personally or by organisation, in any documents or publications. 

 If you are willing to participate in this study I ask you to please complete the consent form  

   that is attached.  

Thank you for your assistance with this research project. 

 
Griffith University conducts research in accordance with the National Statement on the Ethical Conduct of Human Research. If potential 
participants have any concerns or complaints about the ethical conduct of the research project they should contact the Manager, 

Research Ethics on 3735 5585 or research-ethics@griffith.edu.au. 

 

mailto:c.fleming@griffith.edu.au
mailto:research-ethics@griffith.edu.au
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9.4 Appendix D: Consent form 

 

Consent Form 

 

Women in Sport Management within Australian Football  

  

The Women in Sport Management within Australian Football Project is conducting 

individual interviews with the executive management of Football Federation 

Queensland (FFA); Football Queensland (FQ); Football Federation South Australia 

(FFSA); Capital Football (ACT); Football Federation Victoria (FFV); Football New 

South Wales (FNSW) and board members of these organisations. 

  

I understand that the personal and organisational identities of all participants will be 

kept confidential and will not be identifiable in any research documents or publications. 

 

I understand that I may have a copy of the transcript and change my comments if I want 

to. 

 

I understand that I am not required to participate in this research project if I do not wish 

to do so and that I can withdraw from the study at any time without needing to explain 

my reasons for doing so. 

 

I have read the information sheet and the consent form. I agree to participate in the 

Women in Sport Management within Australian Football Project and give my consent 

freely. 

 

I understand that the project/study will be carried out as described in the information 

statement, a copy of which I have retained. 

 

 

Signatures: 

 

 

 

………………………………..                             …………………………. 

Participant                                                             Date 

 

 

 

………………………………..                             …….. ………………...... 

Investigator                                                            Date 
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9.5 Appendix E: Federations and key informants  

  

 

Federation A and key informant information 

 

 

 

Federation A 

Staff Size: Nine Full-Time Staff 

Board Of Directors: Six ( Two women and four men) 

Executive Management: Five 

Amalgamation: 2003 

Key Informants: 

Pseudonym 

Name 

Age 

 

Gender Position 

 

How long in 

current position 

TM (Trouble 

Maker) 

53 Female Senior 

Executive 

Management 

March, 2003 

(Pre-

Amalgamation) 

Reg Stanley  62 Male Executive 

Management  

March, 2004 

Vanessa Price 40 Female Board Role January, 2003 

Louise Smith 29 Female Board Role March, 2006 

Jerry Welsh 68 Male Board Role January, 2002 

(Pre-

Amalgamation) 

Jack Stone 45 Male Board Role January, 

2002(Pre-

Amalgamation) 
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Federation B and key informant information 

 

 

 

Federation B 

Staff Size: Fifty three full time staff 

Board Of Directors: Six 

Executive Management: Six (Five men and one woman) 

Amalgamation: December 2002, two organisations amalgamated the elite and amateur 

bodies of football  

Key Informants: 

Pseudonym 

Name 

Age 

 

Gender Position 

 

How long in 

current position 

Charles Turner 45 Male Senior 

Executive 

Management 

January, 2003 

Paul Masters 55 Male Executive 

Management  

February, 2007 

Jessica White 42 Female Executive 

Management 

January, 2003 

Mandy Steel 28 Female Executive 

Support Staff 

September, 2005 

Anne Knot 52 Female Board Role December, 2007 

 

 

Federation C and key informant information 

 

 

 

Federation C  

Staff Size: Thirty One Full-Time Staff 

Board Of Directors: Six (Six men, no women) 

Executive Management: Six, Two women, Four Men 

Amalgamation: Occurred before the Crawford Report in 2000. 

Key Informants: 

Pseudonym 

Name 

Age 

 

Gender Position 

 

How long in 

current position 

Greg Hogan 40 Male Senior 

Executive 

Management 

September, 2007 

Octavia Welsh 42 Female Executive 

Management  

November, 2007 

Chloe Marsh 30 Female Executive 

Support Staff 

October, 2007 

Simon Fish 42 Male Board Role August, 2007 
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Federation D and key informant information 

 

 

 

Federation D 

Staff Size: Seven full time staff 

Board Of Directors: six (Six men, no women) 

Executive Management:  

Amalgamation: 2003 

Key Informants: 

Pseudonym 

Name 

Age 

 

Gender Position 

 

How long in 

current position 

Matt Birt 48 Male Senior 

Executive 

Management 

January, 2007 

Cynthia Wells 42 Female Executive 

Support Staff 

January, 2004 

Wally Right 60 Male Board Role March, 2006 

Monty Wells 62 Male Board Role January, 2003 

 

 

Federation E and key informant information 

 

 

 

Federation E 

Staff Size: Twelve staff 

Board Of Directors: Six (Six men, no women) 

Executive Management:  

Amalgamation:  

Key Informants: 

Pseudonym 

Name 

Age 

 

Gender Position 

 

How long in 

current position 

Brett Lam 62 Male Senior 

Executive 

Management 

January, 1990 

Little Al 50 Male Executive 

Management  

February, 1991 

Mary Haden 38 Female Executive 

Support Staff 

February, 2000 

Melanie 

Matheson 

52 Female Executive 

Support Staff 

January, 2000 
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