
Bond University

DOCTORAL THESIS

Navigating stakeholder relationships in times of organisational change: Understanding
the impacts on event leverage for grassroots sport development.

Stevens, Elle

Award date:
2022

Licence:
CC BY-NC-ND

Link to publication

General rights
Copyright and moral rights for the publications made accessible in the public portal are retained by the authors and/or other copyright owners
and it is a condition of accessing publications that users recognise and abide by the legal requirements associated with these rights.

            • Users may download and print one copy of any publication from the public portal for the purpose of private study or research.
            • You may not further distribute the material or use it for any profit-making activity or commercial gain
            • You may freely distribute the URL identifying the publication in the public portal.

https://research.bond.edu.au/en/studentTheses/bfcece93-4b49-44b1-b381-7b2cbd42fd52


 

 

Navigating stakeholder relationships in times of organisational change: 

Understanding the impacts on event leverage for  

grassroots sport development 

  

Elle Stevens 

 

Submitted in total fulfilment of the requirements of the degree of  

Doctor of Philosophy 

 

May 2022 

 

Bond Business School 

  

Associate Professor Danny O’Brien and Associate Professor Lisa Gowthorp 

  

This research was supported by an Australian Government  

Research Training Program Scholarship 

  

 

  



 ii 

Abstract 

It has been well-established in the literature that claims regarding increased sport 

participation from hosting major sport events are often overstated or downright false. Indeed, 

researchers have demonstrated that, without event leveraging specifically aimed at enhancing 

sport participation, such outcomes are, at best, unlikely. At the grassroots of sport 

participation – local sport organisations – it has been established that, for effective leverage 

to enhance sport participation, these stakeholders must overcome organisational capacity 

deficiencies. In this respect, comparatively little is known about the role of sport governing 

bodies in prioritising this capacity building task among grassroots constituents.  

In response to environmental change pressures, national sport organisations (NSOs) 

are becoming increasingly professionalised. However, the implications of NSOs’ strategic 

responses to these pressures on the processes and performance of their respective state sport 

organisations (SSOs), remains unclear. As SSOs are undoubtedly an important conduit for 

facilitating capacity building for leverage, it is important to consider how an NSO’s increased 

professionalisation impacts these state organisations. 

This thesis investigates how pressures for professionalisation at the national level 

influenced how Tennis Queensland (TQ), an Australian SSO, prioritised its event 

stakeholders and leveraged its two major sport events, the 2020 Association of Tennis 

Professionals (ATP) Cup and the Brisbane International (BI), for sport participation 

outcomes. Data were collected through 17 semi-structured interviews and content analysis of 

organisational documents and media reports. Utilising stakeholder theory and organisation 

theory, the findings demonstrate how professionals entered an SSO as a result of an NSO’s 

strategic response to external pressures to professionalise. However, as local sport clubs were 

identified as a low salient event stakeholder, these professionals, who were hired for 

specialised grassroots development roles, were assigned event-related responsibilities during 

the planning and implementation stages to fulfil the needs of other event stakeholders whose 

demands were deemed more salient. Due to the dynamism and complexity of the evolving 

stakeholder environment, efforts for event leverage were ultimately ineffective.  

This research provides a theoretical understanding around possible reasons as to why 

efforts to leverage sport events for sport participation often fall below expectations, or are 

insufficient or even non-existent. By doing so, this study addresses an extant gap highlighted 

by Teare and Taks (2021) that studies examining participation from sport events are to be 

more theory-driven. Additionally, the findings provide an understanding of how an NSO’s 

strategic response to pressures for professionalisation impacts its SSOs, as well as an SSO’s 
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utility in building the organisational capacity of its grassroots stakeholders for leverage – 

both of which are underdeveloped areas in the sport management literature.  

Practical implications regarding how managers in sport governing bodies, as well as 

sport event owners and organisers, should manage human resources can also be obtained 

from this thesis. Results demonstrate that managers in grassroots development roles 

must be able to focus on their primary responsibilities without being diverted into event 

organising tasks, which will involve significant resource planning by event organisers. Those 

assigned to event leverage must also implement steps to measure strategic success and 

identify areas for remediation, particularly through developing comprehensive strategic 

control systems.  

Keywords 

Event Leverage; Sport Participation; Stakeholders; Organisational Change; Sport Governing 

Bodies; Sport Events.  
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Chapter 1: Introduction 

1.1 Chapter Overview 

Sport events play an integral role in the economic development of cities, regions, and 

countries around the world (Chalip & Leyns, 2002). Earlier studies on sport events involved 

conducting post-event analyses that focused largely on the immediate economic impacts of these 

types of events on host communities (e.g., Crompton, 1995; Dwyer, Mellor, Mistilis, & Mules, 

2000; Mules & Faulkner, 1996; Walo, Bull, & Breen, 1996). In contrast to looking back and 

accounting for event outcomes, a far less explored phenomenon was event leveraging, that is, the 

strategic planning in advance of how a host community can maximise specific event outcomes 

(Chalip, 2004). This shift in focus gave rise to increased discussion and scholarly works exploring 

event leverage, with early research being centred around the implementation of short- and long-term 

strategies to improve tourism-related economic outcomes from hosting sport events (Chalip, 2004; 

Gardiner & Chalip, 2006; O'Brien & Chalip, 2007). Subsequent work proposed how events could 

be leveraged to develop social and environmental benefits (Chalip, 2006; Kellett, Hede, & Chalip, 

2008; O'Brien & Chalip, 2008; Smith, 2010; Ziakas, 2010). More recently, scholars have proposed 

that the leveraging paradigm must be applied to achieve different objectives of interest, including 

enhanced sport participation (Taks, Green, Misener, & Chalip, 2014).  

The concept of event leveraging for participation outcomes has attracted considerable 

research attention in recent years, with several challenges in the formulation and execution of 

leveraging strategies being identified. Scholars have contended that the development of leveraging 

skills and resources among local sport clubs should be considered as a precursor to enable event 

leveraging (Chalip, Green, Taks, & Misener, 2017; Misener, Taks, Chalip, & Green, 2015; Taks, 

Green, Misener, & Chalip, 2018). However, little is known about the role of sport governing bodies 

in prioritising their grassroots clubs in overcoming these capacity deficiencies for leverage. That 

being said, the environment in which sport governing bodies operate has become increasingly 

complex in recent years, with these organisations continuing to face pressures for 

professionalisation from an increasingly diverse range of stakeholders (Parent, Naraine, & Hoye, 

2018).  

This research aims to use stakeholder theory and organisation theory  to develop an 

understanding around how environmental change can impact the role of state sport organisations 

(SSOs) in facilitating capacity building among constituent stakeholders to leverage major sport 

events for sport participation. This chapter serves as an introduction to the study, first describing the 

research background and problem, then presenting the research aims, objectives, and overarching 
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question. An overview of the research design as well as the significance of the study is then 

discussed, followed by an overview of the structure of this thesis.   

1.2 Research Background 

While the hosting of major sport events is often claimed in event bids and policy 

frameworks to enhance sport participation in the host community, a process referred to as the 

“demonstration effect”, “inspiration effect”, and “trickle-down effect” (Hindson, Gidlow, & 

Peebles, 1994; Weed et al., 2015), studies have consistently shown that definitive causal links 

between hosting an event and enhanced sport participation are, at best, tenuous (e.g., McCartney, 

Hanlon, & Bond, 2013; Taks et al., 2014; Veal, Toohey, & Frawley, 2012; Weed et al., 2015). 

Thus, scholars have argued that sport events must be leveraged to maximise the participation 

opportunities afforded by such events (Taks et al., 2014; Weed et al., 2015).  

A recurring question across event leveraging research has been the issue of identifying 

which stakeholders should lead the planning and implementation of leveraging efforts. In order to 

effectively leverage sport events to enhance sport participation, Chalip et al. (2017) contended that  

event, sport, and non-sport stakeholders must not only work collaboratively, but also have access to 

adequate levels of physical, human, and knowledge-based resources. However, local sport clubs, 

critical sport stakeholders that must be involved in the leverage process, have been found to often 

lack the organisational capacity to effectively engage in leveraging efforts (Hoskyn, Dickson, & 

Sotiriadou, 2018; Taks et al., 2018). These grassroots sport organisations are often dependent on 

external provides to gain the appropriate resources to efficiently run their own businesses 

(Sotiriadou & Wicker, 2013; Wicker & Breuer, 2011). Therefore, a lack of organisational capacity 

among these stakeholders to leverage a sport event is not a surprising finding. Intuitively, it would 

seem that sport governing bodies are one type of stakeholder capable of conferring on stakeholders 

the necessary skills and resources to overcome barriers caused by capacity deficiencies (Chalip et 

al., 2017). However, to date, such an assumption is yet to be empirically investigated. 

Nonetheless, sport governing bodies around the world continue to face pervasive pressures 

to professionalise (O’Brien, 2022). In particular, national sport organisations (NSOs) are 

increasingly responding to environmental changes such as shifting stakeholder expectations, new 

legislation, and technological advancements by adopting evermore professionalised structures and 

processes (Parent et al., 2018). It is necessary here to clarify what is meant by “professionalisation”. 

As do the majority of sport management scholars examining professionalisation (Dowling, 

Edwards, & Washington, 2014), the researcher operationalises the concept to explain the processes 

of change that occur within sport organisations as a result from transitioning from a volunteer 
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driven-approach towards hiring business-like professionals – a classification Dowling et al. (2014) 

termed as organisational professionalisation. Throughout the thesis, the term “increased 

professionalisation” will therefore refer to the organisational changes caused by an increase in the 

number of professionals entering sport organisations.  

In federated governance structures, as found in Australia, one of the most critical 

stakeholder relationships for NSOs is with their respective SSOs, as funding and resource support 

for sport development responsibilities filter down to these organisations to then work at the 

grassroots level with local sport clubs (Sotiriadou, 2009). Considering these factors, SSOs form an 

important conduit for facilitating capacity building for event leveraging among their respective 

sports’ local clubs. The strategic implications for SSOs as a result of an NSO’s increased 

professionalisation appears to be critical in understanding how these sport organisations may indeed 

support local clubs in overcoming capacity deficiencies for event leverage.  

1.3 Research Problem 

 Event leveraging strategies must be employed by event stakeholders to create sport 

participation from sport events (Taks et al., 2014). Empirical work on event leverage to enhance 

participation has, to date, primarily focused on the processes and challenges to implementation 

when seeking to leverage sport events for that purpose. For instance, sport managers’ reliance on 

the “trickle-down effect” to develop sport (Misener et al., 2015), a lack of organisational capacity 

for leverage and competition amongst local sport clubs (Taks et al., 2018), as well as insufficient 

cooperation between event organisers and those assigned to leveraging (Chalip et al., 2017; Taks et 

al., 2018), have all been identified as barriers when attempting to leverage a sport event for 

participation outcomes.  

While there is potential to leverage sport events for grassroots sport development, scholars 

have contended that local sport clubs must be involved in the leveraging process and develop the 

appropriate skills and resources to effectively engage in such efforts (Chalip et al., 2017; Hoskyn et 

al., 2018; Taks et al., 2018). However, the role of sport governing bodies in prioritising these 

grassroots stakeholders in a complex operating environment is yet to be explored. Furthermore, in 

their scoping review of the literature on impacts, legacies, and leveraging sport events to enhance 

participation, Teare and Taks (2021) highlighted that, “the use of theoretical frameworks is limited 

and inconsistent” (p.1). As the findings of these types of studies are not put into proper theoretical 

perspective, their meaningfulness and significance are limited. Therefore, Teare and Taks (2021) 

called for future research examining participation prompted by the hosting of sport events to be 

more theory driven.  
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O’Brien (2022) argued that organisational change remains the dominant research paradigm 

for international and national sport governing bodies, while Parent, et al. (2018) established that 

NSOs are increasingly professionalising in response to environmental change pressures. Yet, few 

studies have explored how an NSO’s strategic responses to pressures for professionalisation impact 

upon the organisational processes and performance of its SSOs. As SSOs are arguably the ideal 

governing body for developing clubs’ capacity for leverage, it is important to understand how 

professionalisation at the national level impacts these state organisations, particularly stakeholder 

prioritisation decisions, as there may be implications for leveraging outcomes.  

1.4 Research Aims, Objectives and Questions 

Given the lack of research on the role of sport governing bodies in prioritising capacity 

building among local sport clubs for leverage, as well as limited and inconsistent use of theory in this 

area of study, the aim of this thesis is to use stakeholder theory and organisation theory, to develop 

an understanding around how environmental change can impact the role of SSOs in facilitating 

capacity building among constituent stakeholders to leverage major sport events for sport 

participation. To achieve this aim, the following objectives are proposed: 

• To identify and analyse the impacts of an NSO’s professionalisation for an SSO; 

• To examine the influence of employing sport development professionals in an SSO on event 

stakeholder salience; and, 

• To understand the influence of stakeholder salience on leveraging a major sport event to 

enhance participation. 

To assist in the achievement of these objectives, the following overarching research question was 

proposed: 

How does the professionalisation process influence sport event leveraging for participation 

outcomes? 

To fully address this main research question, three-sub questions were proposed:  

1. How does the professionalisation of an NSO impact an SSO? 

2. How does the employment of sport development professionals in an SSO impact the perceived 

salience of event stakeholders? 

3. How does stakeholder salience change when an SSO seeks to leverage a sport event for 

participation outcomes? 

It was important for the research questions to embody recognisable aspects of both organisation 

theory and stakeholder theory. For example, the term “professionalisation” appears in both the 
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overarching and first sub-question. As stated in section 1.2, professionalisation is used to explain 

the processes of change that occur as a result of hiring professionals, such as changes in structure 

and design, which are key considerations in organisation theory. Also, Mitchell at al.’s (1997)’s 

framework for stakeholder identification and salience, is a theoretical framework of stakeholder 

theory central to this thesis, and “stakeholder salience” is included in sub-questions two and three. It 

is now necessary to discuss the research design.  

1.5 Research Design  

A qualitative research method and a single case study approach was adopted to answer the 

research questions. Case study research involves investigating contemporary phenomena in real-life 

environments, enabling the researcher to gain in-depth knowledge about how and why specific 

events unfold, as well as their implications (Yin, 2017). Because of these factors, a case study is an 

appropriate approach for understanding the complex environment in which sport governing bodies 

operate and their role in facilitating capacity building among local sport clubs to enable event 

leverage. Tennis Queensland (TQ), the state sport governing body for tennis in Queensland, 

Australia, and its major sport events, the 2020 Association of Tennis Professionals (ATP) Cup and 

Brisbane International (BI), were selected as the single case for this study. An overview of the case 

study now follows.  

In 2019, Tennis Australia (TA), the Australian NSO for tennis, made a significant financial 

investment into its member associations, including TQ, to enhance the support provided to 

grassroots stakeholders. This investment saw a significant restructure of each state organisation 

(Tennis Australia, 2020). For TQ, understanding significant changes as a result of its NSO’s 

strategic responses to external pressures to professionalise was never more relevant. Simultaneously 

to TA’s national restructure, TQ was managing changes to its existing event portfolio. In late 2018, 

the ATP announced that an international men’s team tournament, the World Team Cup (WTC), 

held previously in 1975 and from 1978-2012, would be resurrected and held in partnership with TA. 

The revamped WTC was re-branded as the ATP Cup, with the first edition being held from 3-12 

January 2020 across three Australian cities: Brisbane, Sydney and Perth. As a result of this 

announcement, Queensland’s leading annual international event for over decade, the BI, would now 

feature a women’s only format. The newly-formatted event took place at the Queensland Tennis 

Centre (QTC) from January 6-12, 2020, overlapping with the new men’s-only event, the ATP Cup.  

The discourse of challenges inherent in TQ’s organisational change and how these were 

dealt with by managers is central to this thesis. TQ considers its event portfolio as a resource that 

can be utilised to showcase tennis and inspire participation (Tennis Queensland, 2020c). Therefore, 
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this case presents an opportunity to examine the influence of increased professionalisation on TQ’s 

capacity building among constituent clubs to leverage the 2020 ATP Cup and BI for participation 

outcomes. As case study research relies on the use of multiple sources of evidence (Creswell, 2013), 

the researcher collected data through two techniques: (1) 17 semi-structured interviews (15 TQ 

employees and a representative from Tourism and Events Queensland [TEQ] and Stadiums 

Queensland); and, (2) content analysis of over 60 organisational documents, as well as 

organisational websites, and media articles. Chapter Three provides a comprehensive rationale and 

explanation of the research methodology. The next section presents the potential significance of the 

findings of this research.  

1.6 Significance of the Research 

The influence of increased professionalisation on an SSO’s priority in efforts to build local 

clubs’ capacity for leverage to enhance sport participation is the focus of this study. The new 

knowledge created has important theoretical and practical implications for sport management.   

First, this research extends our understanding of NSOs’ strategic responses to pressures for 

professionalisation. Examining how an Australian NSO strategically manages such pressures for 

change in the contemporary operating environment, while navigating unprecedented changes to its 

existing event portfolio, will only add value to the body of knowledge examining change in these 

organisations.  

Second, this study provides insights into the impact of these strategic responses on SSOs’ 

organisational processes and performance, particularly stakeholder prioritisation and event 

leveraging for participation outcomes. As the seminal work by Slack and colleagues (Kikulis, Slack, 

& Hinings, 1992; Slack & Hinings, 1992, 1994; Thibault, Slack, & Hinings, 1991) and other 

scholars more recently (e.g.,Parent et al., 2018; Shilbury & Ferkins, 2011), have focused on the 

dynamics of change in NSOs in response to pressures for professionalisation, the findings of this 

study are significant. Also, in light of the changes that sport governing bodies are increasingly 

facing in their stakeholder environments, such as new stakeholders and increased expectations and 

needs (Parent et al., 2018), understanding how these complex stakeholder interactions have further 

implications for leveraging a sport event for sport participation is unique. Third, this research 

demonstrates the utility of an SSO facilitating the development of leveraging skills and resources 

among grassroots constituents. Studies investigating the role of sport governing bodies in 

prioritising this task is limited. Thus, this research provides new and important insights into the 

barriers and constraints associated with local sport clubs engaging in the process of leveraging a 

sport event for sport participation.  
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Fourth, by utilising the conceptual lens of stakeholder theory and organisation theory,, this 

study will answer the call by Teare and Taks (2021) for studies examining participation from sport 

events to be theory-driven. Finally, by understanding event stakeholders and their claims, sport 

governing bodies, as well as other sport organisations, event rights owners and organisers, and non-

sport stakeholders responsible for leverage, can better develop strategies to effectively manage 

stakeholder relationships for desired event leveraging outcomes. An outline of the structure and 

overview of this thesis now follows.  

1.7 Chapter Summary and Thesis Outline  

This introductory chapter first described the research background, then outlined the research 

problem; aims, objectives, overarching question; research design; and main contributions. Chapter 

Two presents a review of the existing literature relevant to this thesis on the concepts of sport 

governance, and event leveraging. The chapter also provides an overview of the theoretical 

approaches employed in this study, including, organisation theory and stakeholder theory, as well as 

their applications in the sport management literature. Chapter Two concludes with a presentation of 

the certain gaps in extant knowledge and the research questions.  

Chapter Three presents the methodology, including the philosophical principles adopted by 

the researcher, case selection, and the methods used to collect and analyse the data. The chapter also 

discusses strategies for enhancing the validity and reliability of the findings, as well as ethical 

considerations. Chapter Four presents the findings and discussion for the first research question, 

detailing the impacts on TQ of TA’s response to pressures to professionalise. The findings and 

discussion for the second research question are presented in Chapter Five, which identifies and 

examines TQ’s key event stakeholders, as well as their claims and attributes, to determine their 

perceived importance to TQ managers.  

Chapter Six presents the findings from the third research question by examining the outcomes 

of TQ’s efforts to leverage the ATP Cup and BI, as well as the influence of stakeholder salience on 

these efforts. To conclude this thesis, Chapter Seven provides a summary of the key research findings 

and discusses their theoretical and practical implications. Finally, the limitations of the study and 

directions for future research close Chapter Seven.  

The next chapter presents a review of the literature relevant to this study, leading to an 

identification of the gaps in the existing literature and the research questions designed to address these 

gaps.  
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Chapter Two: Literature Review 

2.1 Chapter Overview 

 This chapter begins with an introduction to the concept of organisational professionalisation, 

followed by an overview of sport governance and the current structure of the Australian sport 

system. The chapter proceeds with a review of the literature on sport event leveraging, focusing on 

the objective to enhance sport participation. The theoretical approaches that will be used in this 

study, including, organisation theory and stakeholder theory, are then discussed, as well as their 

applications in the sport management field. Next, the existing gaps and shortcomings in the 

literature are presented, emphasising the contribution this thesis makes towards addressing those. 

The chapter concludes by reiterating the overarching research question and presenting the three sub-

questions, emphasising their relevance to extant gaps in the literature.  

2.2 Conceptualising Professionalisation  

In recent decades, much work has been carried out to understand the ongoing 

professionalisation of sport (e.g., Bayle & Robinson, 2007; Clausen et al., 2018; Nagel, Schlesinger, 

Bayle, & Giauque, 2015; O’Brien & Slack, 2003, 2004; Shilbury & Ferkins, 2011; Slack & 

Hinings, 1992; Thibault et al., 1991). Dowling et al. (2014) argued that, despite the continued use 

and significance of professionalisation within the sport management field, “its precise definition, 

the unit of analysis employed, and the exact manner by which the concept is operationalised is often 

ambiguous, unclear, implicit or omitted entirely” (p.521). Through their review of the 

professionalisation-related studies in the sport management literature, Dowling et al. (2014) 

identified three broad categories in which the concept of professionalisation has been classified: (1) 

organisational professionalisation (transition from volunteer-driven approach towards hiring 

business-like professionals) ; (2) systemic professionalisation (external factors influencing sport 

organisations); and (3) occupational professionalisation (transformation of occupations into 

professions).  

In this study, the first classification, organisational professionalisation, is adopted as it 

directly relates to the processes of change experiences as a result of professionals entering a sport 

organisation. Studies conceptualising professionalisation in this sense have focused on how this 

transition influences sport governance, structural change, and policy-making processes in sport 

organisations (Dowling et al., 2014). Scholars investigating sport governance have developed a 

number of themes that can be organised into different categories, including shared leadership (e.g., 

Auld, 1997; Auld & Godbey, 1998; Hoye & Cuskelly, 2003a, 2003b; Inglis, 1994, 1997), board 

capability (e.g., Ferkins & Shilbury, 2010; Ferkins, Shilbury, & McDonald, 2005, 2009; Shilbury & 
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Ferkins, 2011), board motivation (e.g., Doherty & Carron, 2003; Inglis, 1994), and board structure 

and performance (e.g., Hoye & Cuskelly, 2003a; Hoye & Doherty, 2011; Kikulis, 2000; Taylor & 

O'Sullivan, 2009).  

Additionally, considerable research has examined structural change as a result of the influx 

of paid professionals, with the external pressures for professionalisation in Canadian NSOs in the 

late 1980s and early 1990s prompting the “ground-breaking” body of work by Slack and colleagues 

(e.g., Kikulis et al., 1992; Slack & Hinings, 1992, 1994; Thibault et al., 1991). As will be discussed 

further in section 2.6.2, the authors developed and utilised the kitchen table-boardroom-executive 

office design archetypes to explore change dynamics in NSOs, which have since become 

commonplace terminology and are among the most highly cited works in the sport management 

field (Hoye et al., 2020). Further, some scholars have assessed how professionalisation impacts 

policy-making in sport organisations, including Macintosh and Whitson (1990) who found that the 

new professionals entering select Canadian NSOs had minimal influence over national policy-

making due to the bureaucratic control enforced by the government. Additionally, influencing state 

policy proved challenging due to tensions that arose between professionals and remaining 

volunteers as a consequence of the professionalisation process. As a result of these works, much is 

known about how a sport organisation’s governance practices, structures, and policy-making 

processes may change as paid professionals are increasingly employed. The next section further 

explores the notion of sport governance and the structure of the Australian sport system.    

2.3 Sport Governance  

Governance, in its most basic form, entails monitoring an organisation’s performance as 

well as ensuring compliance with all relevant laws and regulations (O’Boyle & Shilbury, 2020). 

Sport governance simply refers to the practice of governance in a sport context, and Ferkins et al. 

(2009) offer a comprehensive definition, stating that sport governance is,  

… the responsibility for the functioning and overall direction of the organisation and is a 

necessary and institutionalised component of all sport codes from club level to national 

bodies, government agencies, sport services organisations and professional teams around the 

world (p.245).  

This definition views sport governance from the perspective of a single sport organisation, focusing 

on the work of the board of directors and its role in carrying out the process of governance. A board 

of directors is, “a group of elected or appointed people entrusted with and accountable for the 

leadership and governance of companies, non-profits and, in this case, sport organisations” 

(Shilbury & Ferkins, 2020, p. 3). Understanding sport governance as the work of individual sport 
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boards had led researchers to explore governance roles and motivations (Adriaanse & Schofield, 

2014; Parent et al., 2018; Shilbury, Ferkins, & Smythe, 2013; Yeh, Taylor, & Hoye, 2009); the key 

responsibilities and functions of sport boards (Ferkins & Shilbury, 2012, 2015a, 2015b; Ferkins et 

al., 2009; Naraine, Schenk, & Parent, 2016); improving board processes (Adriaanse & Schofield, 

2013; Ferkins, Shilbury, & O’Boyle, 2018); and evaluation and performance (Hoye & Doherty, 

2011; McDonald & Sherry, 2010). However, understanding sport governance, both theoretically 

and practically, has evolved to take into account the interplay between sport organisations in the 

same network.  

As Cornforth (2012) argued in their assessment of the major limitations of studies on the 

governance of non-profit sport organisations, “in many organisations, governance processes take 

place at multiple levels, both below and above the level of the organisation’s man board, but 

relatively little is known about how these multilevel governance structures operate, develop, and 

change over time (p.1126). This idea is consistent with the sport systems of the majority of 

Commonwealth countries (e.g., Australia, Canada, the United Kingdom), along with many 

mainland European countries, in which several organisations are involved in governing a single 

sport code. Consider for example, TA, the NSO for tennis in Australia. The organisation is affiliated 

with various organisations responsible for governing the sport of tennis, including the ATP, the 

Women’s Tennis Association (WTA), the International Tennis Federation (ITF), as well as its state 

organisations and community clubs in the country.  

Therefore, it becomes evident that sport governance can take two forms: (1) organisational 

governance (the work of the board of a single sport organisation); and, (2) systemic governance (a 

network of organisations that are responsible for the governance of a sport) (Henry & Lee, 2004). 

Expanding on the organisation-based view of governance, Rosenau (1995) provides a useful 

definition, stating that governance is the process in which an organisation, or network of 

organisations, steers itself, allocated resources, and exercises control and coordination. Shilbury et 

al. (2013) described the evolvement of sport governance beyond the individual organisation, stating 

that “sport governance is, therefore, a system that does not rely on a specific organisation, but on 

the associations or inter-organisational relationships between organisations responsible for the 

shared governance of a sport” (p.351).  

Given the number of countries in which federated structures exist, that is, where power and 

authority are delegated from a central authority to a number of regions within a bounded 

geographical area, systemic governance is significantly important (O’Boyle & Shilbury, 2020). This 

federated model of sport governance features a hierarchy of non-profit sport organisations in the 

same sport in the same country, often comprised of an NSO, regional, provincial and/or SSOs, and 
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local-level sport clubs. In this model, directors from community-level sport clubs are elected to 

SSOs, that themselves then elect directors to their NSO at the top of the structure (Sotiriadou, 

2009). Consider again TA. The organisation governs in a network of SSOs, including TQ, as well 

as community level clubs that are dispersed around Australia. O'Boyle and Shilbury (2016) noted 

that the federal model of sport governance “clearly presents a complex environment where wholly 

autonomous bodies with their own individual boards and committees are expected to collaborate 

and share power to facilitate a whole-of-sport perspective, while also remaining true to and relevant 

to the stakeholders in their representative states” (p.370). TQ and two of its major sport events are 

the focus of the current study, and the organisation clearly operates in the federal model. The 

following discussion will focus on the structure of the Australian sport system and the roles and 

responsibilities of key bodies, which serves as a foundation for the remainder of this chapter.  

2.3.1 Structure of the Australian Sport System 

Australia became a federation in 1901 after the British government passed legislation in 

1901 enabling six self-governing colonies, now known as states, to join to become the 

Commonwealth of Australia. Under this federal system of government, power is divided among 

governments at the national, state, and local levels (O’Boyle & Shilbury, 2020). This system is still 

in use today, and other sectors, including Australian sport, have designed their governance 

structures closely aligning with this federal model, with the majority of non-profit sport 

organisations governed by multiple legally separate entities at the local, state, and national levels 

(Sotiriadou, 2009). These entities each have distinct roles and responsibilities in delivering 

Australian sport, which will now be described in further detail.  

At the community level, local sport organisations, which exist to deliver programs and 

pathways for a sport code, play a pivotal role in ensuring sporting opportunities are accessible to the 

community. According to May (2021b), there are an estimated 70,000 registered non-profit sport 

and recreation clubs operating in Australia. These organisations are characterised by their reliance 

on volunteers for survival, who are often drawn from its members, and thus, have a relatively 

informal structure (Cuskelly, Hoye, & Auld, 2006).  

Local sport organisations can become affiliated with their respective sport’s recognised 

SSO, gaining access to benefits and services aimed at increasing participation. SSOs are tasked with 

the overall responsibility for growing the sport under their jurisdiction, from grassroots participation 

to high performance levels (May, 2021b). In addition to affiliated local sport organisations, SSOs 

work closely with the various levels of government, as government funding is a key source of 

revenue that funds organisational activities (Hoye & Cuskelly, 2007). One of the most critical 

relationships SSOs have is with their NSO, which governs a sport at the national level.   
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Shilbury, Karg, Rowe, and Phillips (2020) observed that for many NSOs, the overall 

management and development of a particular sport is not its sole responsibility; rather, governance 

functions may be divided. For sports that are primarily individual rather than team sports, such as 

tennis, the NSO can have dual responsibilities: (1) enhancing participation and the general 

development of the sport in their country; and, (2) facilitating delivery of the sport’s high 

performance pathways and competitive structures such as professional leagues/circuits. In the case 

of this study, TA serves as both the NSO for tennis in Australia and annually administers the 

country’s professional summer tennis circuit. The revenue derived from staging such events 

typically constitutes a significant portion of the NSO’s total revenue (Bayle & Robinson, 2007). 

Heavy dependence on major sport events as a source of income can make the operating 

environments of sport governing bodies highly uncertain, exposing them to new challenges and 

unforeseen elements, including the announcement of new events (Clausen & Bayle, 2017).  

At the top of the Australian sport system, the Australian Sports Commission (ASC) is an 

Australian Government agency that manages investment in sport and provides support at all levels. 

The ASC comprises of Sport Australia, the body responsible for driving increased participation and 

capability through investing in NSOs, and the Australian Institute of Sport (AIS), the body 

responsible for leading the national high-performance sport system (Australian Sports Commission, 

2021a). However, government involvement and investment in Australian sport did not exist until 

the mid-1970s, when the Australian Olympic Team failed to win any gold medals at the Montreal 

1976 Summer Olympics. Throughout the 1950s and 1960s, Australia had a streak of unprecedented 

successful Olympic performances, strengthening conservative beliefs that Australia was simply a 

dominant sporting nation that could rely on talent emerging on its own without government support 

(Sotiriadou, 2009). At this time, government investment in Australian sport was minimal, and 

volunteer administrators led the delivery and management of sport at all levels which Sotiriadou 

(2009) noted was an “unorganised and uncoordinated approach to administering sport” (p.845). 

However, Australia’s performance at the 1976 Games served as a catalyst for change within the 

nation’s sport system.  

Countries that were outperforming Australia, such as the former Soviet Union and East 

Germany, as well as the United States, were adopting a more professional ethos which saw 

investments in talent identification programs, sport sciences, and technology, to develop and 

prepare its athletes for international competition (Sotiriadou, 2009). Therefore, the Australian 

federal government became involved in sport, initially through financial investments and the 

introduction of various sport agencies and organisations, including the AIS and ASC during the 

1980s. As a result of this change, focus shifted away from volunteers organising sport and towards 
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the hiring of paid managerial staff, which was facilitated through government funding (Shilbury et 

al., 2020). The current structure of the Australian sport system and the hierarchy described above is 

illustrated in Figure 2.1. As TQ is the focus case study organisation of this research, its position as 

an SSO in the system is highlighted. As seen in Figure 2.1, International Sporting Federations 

(ISFs) also have an impact on the operations of Australian sport organisations, which will now be 

explored.  
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Figure 2.1  

The contemporary sports structure in Australia  

 

 

Note. From “Sport Management in Australia: An organisational overview” (p.23), by D. Shilbury, 

P. Phillips, A. Karg, and K. Rowe, 2020, Crows Next: Allen & Unwin. Copyright 2020 by Taylor & 

Francis Informa UK Ltd – Books. Reprinted with permission. 

Figure 2.1 The contemporary sports structure  

All NSOs are affiliated with an ISF, whose rules, competition regulations and policies must 

be followed in each affiliated nation (Shilbury et al., 2020). Clausen et al. (2018) observed that, 

with recent scandals, allegations and disputes involving ISFs, such as corruption and bribery, the 

organisational culture of many ISFs has deviated from their core missions of developing and 

managing sport. Thus, managers are changing governance practices to ensure more transparency 

with stakeholders, higher standards of integrity, and clarity with decision-making (Clausen et al., 

2018). Also, it should be noted that for some sports, an ISF’s major event/s are not always as 

prestigious and highly regarded as other international circuits or single events (Clausen & Bayle, 

2017). In the case of tennis, the sport’s major events are constituted by a combination of private 

professional circuits (ATP and WTA tours) and the four Grand Slam tournaments (Australian Open, 

Roland-Garros, Wimbledon, and the U.S. Open), all of which are organised outside the full control 
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of the International Tennis Federation (ITF). As previously stated, NSOs and their affiliated SSOs 

are often called upon to assist in the delivery of events that are part of their respective sport’s 

professional leagues or circuits. These sport events can be strategically leveraged to achieve desired 

benefits from hosting them, a subject to which we now turn. 

 

2.4 Event Leveraging 

The process of event leverage necessitates the availability of leverageable resources, which 

Chalip (2004) identified as a destination’s portfolio of events, through which strategies can be 

formulated and implemented to achieve desired outcomes for the host community. In contrast to 

event impact, an ex-post approach that entails looking back and accounting for event outcomes, 

event leverage involves an ex-ante approach by strategically planning in advance how a host 

community can maximise specific event outcomes (O'Brien & Chalip, 2007). This shift in focus 

gave rise to the increased discussion and scholarly works exploring the phenomenon of event 

leverage.  

2.4.1 Event Leveraging for Economic, Social and Environmental Benefits 

Early research on event leverage centred around the implementation of short- and long-term 

strategies to improve tourism-related economic outcomes from hosting sport events (Chalip, 2004; 

Gardiner & Chalip, 2006; O'Brien & Chalip, 2007). The original model for host community event 

leverage, developed by Chalip (2004), is displayed in Figure 2.2.  
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Figure 2.2  

Model for host community event leverage  

 

 

Note. Reprinted from “Beyond Impact: A General Model for Sport Event Leverage” by L. Chalip, 

in B.W Ritchie and D. Adair (Eds), Sport Tourism: Interrelationships, Impacts and Issues, (p.229), 

2004, Clevedon: Channel View Publications. Copyright 2004 by Channel View Publications. 

Reprinted with permission.  

Figure 2.2  Model for host community event leverage 

With the portfolio of events being the leverageable resource, two opportunities are presented 

for event organisers: (1) event visitors and trade (immediate leverage); and, (2) event media 

(longer-term leverage). Optimising total trade and revenue and enhancing the image of the host 

destination are the subsequent strategic objectives. To achieve the first objective, tactical strategies 

include encouraging additional spending and lengthening visitor stays, retaining event expenditures 

within the host community, and enhancing relationships among local and visiting business 

stakeholders. These strategies depend on event attendance being as high as possible given the more 

people that attend an event, the more money that flows through the host region’s economy (Chalip, 

2004). 

Different sport events, such as spectator or participant, draw a wide range of audiences, 

presenting various opportunities for inducing consumer demand (Getz & Fairley, 2004). Green 
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(2001) proposed that event organisers should expand the range of activities their event provides in 

order to build consumer interest in the event and increase attendance. Offering event augmentations, 

that is, a variety of add-on activities and services available at the event, is one strategy for widening 

the event’s appeal. When the segments that these augmentations appeal to are correctly identified, 

the augmentations can provide significant promotional benefits by adding “lustre to the ‘fun’ and 

‘excitement’ that potential visitors are told they can expect” (Green, 2001, p. 2). 

 These segments can be referred to as “subcultures,” which are defined as a group of people 

within a community that differentiates itself from its larger culture by developing their own shared 

set of distinctive beliefs and interests (Donnelly, 1981). Sport itself is not a subculture; rather, 

individual sporting pursuits incorporate a unique set of beliefs and values that serve to bind 

adherents to the sport and each other (Green, 2001). Thus, accurate identification of these shared set 

of beliefs and values within focal sport subcultures enables event organisers to design event 

augmentations that will attract members of the subculture (Chalip & McGuirty, 2004). 

Incorporating key elements of sport subcultures into the design of augmentations not only adds to 

the event’s appeal, but also allows for attendees to celebrate their place within these subcultures 

(Green, 2001).  

O'Brien (2007) extended Chalip’s (2004) model in his investigation of how event organisers 

of a regional surfing festival leveraged the event to create sustainable benefits for the host 

community, demonstrating the importance of incorporating a sport’s subculture into immediate and 

longer-term leverage initiatives. O'Brien (2007) supported Chalip’s model, however, noted that the 

event organiser’s incorporation of subcultures into event augmentations was key to successful event 

leverage as augmentations entice extra spending, extend visitors’ length of stay, and retain event 

expenditures in the host community. Also, O'Brien (2007) suggested that the Chalip’s fourth 

leveraging tactic, enhancing business relationships, has implications for achieving both short and 

longer-term outcomes as event augmentations provide a space to facilitate future business.  

Chalip (2004) pointed out that, “Events can also provide opportunities to meet business 

people who attend the event, those associated with event participants or whose businesses provide 

supplies or services to the event” (p.237). Event augmentations, in particular, can create appropriate 

spaces for networking opportunities among event stakeholders. By viewing networking as a 

strategic activity, the development and maintenance of business relationships can be enhanced, and 

as a result, greater sustainable economic outcomes can result from the event (O’Brien & Gardiner, 

2006). As O’Brien (2006) contended, sport events are “a time to create and/or reinforce 

relationships for future business, rather than a time to actually do business” (p.256). For instance, 

the use of event augmentations for networking during pre-event training for the Sydney Olympic 
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Games sought to create regional benefits (O’Brien & Gardiner, 2006). Formal and informal events, 

such as dinners, luncheons, and welcome receptions, encouraged networking and relationship 

building among local and visiting stakeholders including Olympic sponsors, media agencies, sport 

delegations, and dignitaries, like those of national ambassadors. These networking initiatives 

provided opportunities for short- and long-term event impacts and relationship development 

(O’Brien & Gardiner, 2006). Moreover, O’Brien and Gardiner (2006) observed that hiring 

specialists specifically to manage networking activities and relationship development heightened 

the prospect of enduring economic impacts for the region. However, due to the premature cessation 

of the specialist’s employment contract post-event, the key person who built these stakeholder 

relationships was unable to maintain and exploit these relationships after the Games’ completion. 

Thus, the potential benefits of the networking initiatives were stifled.  

To achieve the second objective, the host community’s image can be enhanced through 

strategic use of event media to showcase the host destination in event advertising and reporting, as 

well as using the event in the host region’s destination advertising and promotions. Referring to the 

first means, Chalip (2004) suggests utilising three forms of media that are typically generated 

around sport events: advertising that aims to increase people’s interest in the event, event reporting 

by journalists, and sponsors’ use of the event in their own advertising and promotional campaigns.  

For the second means, using the event in advertising and promotions, Chalip (2004) suggests that 

building an event into the host destination’s marketing communications mix can produce benefits 

beyond the event’s completion.  

Subsequent work proposed how events could be leveraged to develop social and 

environmental benefits – known as the triple bottom line (Chalip, 2006; O'Brien & Chalip, 2008). 

As with tourism and economic outcomes, desired social and environmental change will not occur 

automatically from hosting sport events; rather, it requires strategic actions. O'Brien and Chalip 

(2008) suggested that the liminality or “feel good” factor fostered around sport events is the core 

leverageable resource. Liminality provides the basis for social leverage as it presents two strategic 

opportunities to create sustainable social value to the host community. The first is the 

“communitas”, or a sense of community fostered by the event which can be used to encourage 

targeted social change outcomes. The second opportunity is the media attention generated by the 

event, as social issues can be targeted by showcasing the issue using the event media. These two 

conditions from hosting an event provide opportunities to align the event and entice engagement 

with targeted social issues, to align values between targeted social issues and focal subcultures, to 

extend engagement with those issues by lengthening visitor stays, to showcase social issues using 
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event advertising and reporting, and to use the event to publicise target issues (O'Brien & Chalip, 

2008).  

The benefits of social leverage was illustrated by Kellett et al. (2008) in their study of two 

cities’ implementation of a project which aimed to capitalise on visiting teams associated with the 

2006 Commonwealth Games in Melbourne for relationship development and cultural learning. One 

city developed a number of strategies and tactics to obtain benefits from its relationship with its 

visiting team, fostering new relationships, cultural exchange, and organisational learning. On the 

other hand, the other city failed to capitalise on the project due to a lack of strategic vision. Thus, 

none of the intended benefits were realised. Also, Ziakas and Costa (2010) demonstrated the 

strategic use of communitas in their study of an annual event in a small Texas community. The 

event’s organisers strategically combined sport with the arts, while also celebrating local history 

and culture, which created a heightened the sense of community and connection among locals.  

Additionally, Welty Peachey, Borland, Lobpries, and Cohen (2015) investigated the social 

leverage of sport-for-development events, focusing on the creation of communitas and social 

capital. The provision of both formal and informal opportunities for social interactions by event 

organisers through the sport events and ancillary events (i.e., opening/closing ceremony, parade, 

guest speakers, musical entertainment), was found to engage participants with the social issue of 

homelessness and foster a liminoid space, resulting in the generation of communitas. It was also 

observed that by leveraging liminality and associated communitas, norms reciprocity and trust were 

formed among participants, as well as the growth of social networks, encouraging participants to 

make positive life changes and work for social good post-event. Indeed, research on the social 

leverage of events has demonstrated that social change is an attainable outcome; nevertheless, as 

with economic leverage, social leverage necessitates coordinated strategic planning (Chalip, 2017). 

Fostering environmental change through hosting an event is essentially an extension of 

social leverage, as the means stated for enabling social leverage, according to O'Brien and Chalip 

(2008), “can be applied to environmental leverage in much the same manner as they can be applied 

to other social issues” (p.334). Although events present opportunities to support environmental 

sustainability, Chalip (2017) noted that few studies have developed or explored event leveraging to 

improve environmental attitudes and behaviours. Nevertheless, the preliminary works described 

provided a basis for scholars to apply the leveraging paradigm to a wider range of outcomes, 

including enhanced sport participation.  

2.4.2 Event Leveraging for Enhancing Sport Participation 

The hosting of major sport events is often claimed in event bids and policy frameworks to 

enhance sport participation in the host community (Taks et al., 2014). The process by which such 
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participation is thought to be generated has been variously referred to as the  “demonstration 

effect”, “inspiration effect”, and “trickle-down effect” (Hindson et al., 1994; Weed et al., 2015). 

These processes suggest that witnessing or attending elite sport events inspires people to engage in 

sport, thereby increasing overall physical activity levels in the host community. However, studies, 

which have mainly focused on mega, large-scale sport events, have consistently shown that 

definitive causal links between hosting an event and enhanced sport participation are, at best, 

tenuous (e.g., McCartney et al., 2013; Taks et al., 2014; Veal et al., 2012; Weed et al., 2015). 

Scholars observed that in studies of this nature, there was no evidence of comprehensive strategic 

planning to increase sport participation, and thus, have argued that events must actually be 

strategically leveraged in order to achieve such outcomes (Taks et al., 2014; Weed et al., 2015).  

 Studies examining efforts to leverage sport events for participation outcomes have yielded 

mixed results, largely due to the complex array of issues that must be addressed in order to 

successfully leverage an event for this purpose. In their study of two medium-sized sport events 

hosted in Canada, Misener et al. (2015) found that both events were not recognised as a 

leverageable resource by event organisers or local clubs. The event organisers’ primary focus was 

to run an exceptional event for existing participants, not to facilitate further participation attraction 

opportunities. Misener et al. (2015) also found that the volume and content of media attention 

generated by the profile of both events was believed to drive interest and engagement in the sports. 

Misener et al. (2015), therefore, argued that,  

Strategic leveraging for sport participation first requires a change of mindset … sport 

managers must move beyond the notion of the trickle-down effect being the way to develop 

sport, and embrace the opportunity of events to develop means of increasing sport 

participation (p.152). 

Chalip et al. (2017) argued that with event organisers being focused on running the event, 

leverage “is an added burden they can rarely shoulder” (p.272). Thus, the planning and 

implementation of leveraging for sport participation must be a collaborative effort among those 

stakeholders most likely to benefit from such leveraging, which may include any or all of event 

owners, organisers, sport organisations (e.g., local sport clubs), and non-sport organisations (e.g., 

educational institutions, government, sponsors). Aizawa, Orr, Inoue, Nagazumi, and Yoshida 

(2021) demonstrated the importance of local schools in facilitating the leveraging process for 

participation outcomes, emphasising the need for a collaborative partnership between schools and 

event organisers.  

Chalip et al. (2017) identified three types of resources needed by those involved in 

leveraging to enhance participation: physical, human, and knowledge-based resources. For local 
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clubs in particular, if strategies succeed in generating interest and result in individuals taking action, 

these grassroots sport organisations must have sufficient facilities and equipment, such as tennis 

courts, racquets and balls, to accommodate these new participants. Moreover, sufficient human 

resources must be obtained to formulate and implement leveraging, as well as to serve the new 

participants post-event. For instance, clubs must have the appropriate number of coaches, officials, 

and administrators to effectively handle the hoped for increase in participant numbers (Taks et al., 

2018). Yet, local sport clubs often lack the appropriate skillsets in strategic planning and business 

acumen to efficiently run their own organisations (Sotiriadou & Wicker, 2013; Wicker & Breuer, 

2011). Therefore, it is unreasonable to assume that these grassroots organisations have the capacity 

to lead leveraging a major sport event to build participation (Misener et al., 2015).  

Indeed, in their investigation of how local clubs leverage a medium-sized sport event, 

Hoskyn et al. (2018) observed that the conversion from interest generated from strategies 

implemented at the event into club participants was limited. This outcome was due largely to the 

insufficient resources and lack of cooperation amongst local clubs as a result of being in 

competition with one another. Taks et al. (2018) found similar results in their study of examining 

the barriers to leveraging a sport event to enhance participation. While there was interest in 

leveraging an international youth sport event, local clubs lacked the resources to plan and 

implement strategies effectively, and competition among clubs impacted engagement in the process. 

Therefore, structural adjustments, such as new governance structures, or utilising existing 

collaborative networks, are necessary to overcome barriers caused by capacity deficiencies and 

competitive pressures (Hoskyn et al., 2018; Taks et al., 2018). Also, recruiting human resources 

does not guarantee that leverage will be enabled, thus, these personnel must also be trained. As 

Chalip et al. (2017) stated,  

Leveraging of any kind is a learned skill … physical and human resources could only be 

useful if the people involved in leveraging the event and managing the sport post-event were 

sufficiently knowledgeable about the event, the overall sport context, management, 

marketing, grantsmanship, and sponsorship solicitation (p.269). 

Sport governing bodies and other types of sport organisations, as well as local educational 

institutions, according to Chalip et al. (2017), are the types of stakeholders capable of leading and 

carrying out this task. In addition, Taks et al. (2018) emphasised that separating those assigned to 

leverage an event from those responsible for organising the event, whilst maintaining cooperation, 

is a necessary step for enabling leverage.   

Furthermore, given the little scholarly attention paid to identifying specific event leveraging 

tactics that are effective in promoting spectators’ sport participation post-event, Potwarka, 
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Snelgrove, Drewery, Bakhsh, and Wood (2020) examined the effectiveness of distributing vouchers 

to spectators to trial track cycling following the 2015 Pan/Parapan American Games. The authors 

concluded that vouchers were an effective means in encouraging spectators with both high and low 

intentions to participate in the sport post-event. However, participation in a trial and/or structured 

program did not lead to a significant increase in club membership due to time and financial 

constraints, suggesting appropriately designed program/s and substantial engagement with 

participants are required to support longer-term sport participation (Bakhsh & Potwarka, 2020).  

Overall, the development of the necessary resources and networks among those stakeholders 

that should be involved in leveraging (i.e., event owners, event organisers, sport organisations, 

schools, government entities, sponsors) should be considered as a precursor to enable event 

leveraging (Chalip et al., 2017; Hoskyn et al., 2018; Taks et al., 2018). This study will focus on how 

TQ, a state sport governing body, prioritises capacity building among its affiliated clubs for 

leverage while navigating the impacts of its NSO’s strategic response to pressures for increased 

professionalisation. The next sections focus on organisational structure and design considerations 

pursuant to effective event leverage.  

2.5 Organisational Structure  

Organisations are structured entities that can exist in numerous forms. According to Daft 

(2019), the first step for understanding organisations is to examine the features that describe them. In 

order to understand the features that make up the structure and design of a sport organisation, Slack 

and Parent (2006) suggest utilising what they call the three basic tenets of organisational structure – 

complexity, formalisation, and centralisation. The following subsections explore these structural 

dimensions in greater detail.  

 2.5.1 Complexity 

Pugh, Hickson, Hinings, and Turner (1968) referred to complexity as the division of labour 

and distribution of duties among various positions within an organisation, while Slack and Hinings 

(1987) defined complexity as the proliferation of organisational tasks and their allocations to 

various segments within organisations. In essence, complexity refers to the extent to which an 

organisation is differentiated. According to Slack and Parent (2006), differentiation can manifest in 

sport organisations in three key ways: horizontal, vertical, and spatial differentiation.  

Horizontal Differentiation 

Horizontal differentiation can be demonstrated through departmentalisation and/or 

specialisation. The division of organisational tasks into specific units based on product or service, 

function, or geographic location, is referred to as departmentalisation (Parent & O’Brien, 2018). For 



 23 

example, a sport event organisation may separate tasks by function, such as athlete services, 

sponsorships and partnerships, and finance. The division of organisational tasks is thereby linked to 

specialisation, which can take two forms: (1) hiring people based on their education and training 

(social specialisation); and, (2) dividing the organisation’s work into simple and repetitive tasks 

(functional or task specialisation) (Parent & O’Brien, 2018). Continuing with the sport event 

organisation example, as the organisation expands, it will become necessary to hire people to 

perform both routine tasks, such as data entry, and tasks that require specific skills, education and/or 

training, such as public relations and graphic design. In regard to sport governing bodies, these 

types of organisations are becoming more specialised in the modern environment as, according to 

Ruoranen et al. (2016), NSOs are progressively favouring employees who have certain education, 

skills, and knowledge, “instead of just choosing anybody, positions are increasingly occupied by 

specialised ‘experts’” (p.63). 

The more an organisation is departmentalised and specialised, the more difficult it becomes 

to communicate and coordinate organisational activities as there are a greater number of roles and 

tasks to manage, as well as relationships to develop. Hence, the organisation becomes increasingly 

complex. For instance, as seen in studies by Amis and Slack (1996); O’Brien and Slack (1999, 

2003, 2004); and Slack and Hinings (1992), the differences between newly hired professionals and 

incumbent employees and volunteers, in terms of their training and backgrounds, evidently made 

interactions among these people and the organisation itself more complex.  

 Vertical differentiation 

Vertical differentiation refers to the number of management levels that exist within an 

organisation's structure. Organisations with multiple layers of management, commonly known as 

“tall” organisations, are more complex than those with fewer levels, or “flat” organisations. 

Similarly to increased horizontal differentiation, the addition of hierarchal levels often leads to 

increased challenges with communication, coordination and supervision of activities, hence the 

greater complexity (Parent & O’Brien, 2018).  

Slack and Parent (2006) noted that the “span of control”, or the number of employees one 

manager directly supervises, is the key difference between tall and flat organisations. Sport 

organisations tend to adopt a flatter structure with a broad span of control when specialists are 

employed as their training allows them to carry out their work efficiently without direct supervision, 

or when the organisation is smaller in size. Meanwhile, if routine tasks are to be carried out by 

lower-skilled individuals and/or the organisation grows in size, the organisation’s structure 

inevitably becomes taller as the span of control becomes narrower in order to directly monitor 

employees.  
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Spatial Differentiation 

Spatial differentiation refers to the physical or geographic separation of the organisation. 

When a large number of individuals or organisational subunits are based outside a central location, 

spatial differentiation is high. Conversely, when most organisational subunits are stationed in the 

same or few locations, spatial differentiation is low (Slack & Parent, 2006). For example, NSOs in 

Australia are highly spatially differentiated as their member associations are spread throughout the 

country. Attempting to keep track of each member associations’ activities adds to these NSOs’ 

organisational complexity. On the other hand, local sport organisations affiliated with the NSO and 

respective member associations are often based in one location, and thus, are less spatially 

differentiated and complex.  

2.5.2 Formalisation 

The challenges presented by increased complexity are mitigated through the formalisation of 

operations - the extent to which an organisation’s procedures, policies, rules, and communications 

are documented (Pugh et al., 1968). Other methods to formalise operations can include on-the-job 

training to firmly establish the organisation’s norms and expected behaviour patterns to employees 

(Slack & Parent, 2006). Formalisation is thus a mechanism for control, as these methods influence 

employee behaviour and the amount of discretion they have when performing work. Sport 

organisations exhibiting high levels of formalisation will have a number of these mechanisms in 

place and will be more bureaucratic in nature, whilst those with minimal mechanisms will grant 

more discretion to organisational members with relatively low formalised operations.  

When professionals dominate an organisation, lower levels of formalisation are common as 

these employees are typically high in qualifications and experience and, therefore, 

are afforded the freedom to exercise discretion about how their work is carried out (Slack & Parent, 

2006). However, in an organisation characterised by volunteer roles, formalisation can 

increase following the introduction of professionals. Thibault et al. (1991), for example, 

investigated the impact professionals had on the structures of voluntary sport organisations. Results 

revealed that when professionals enter an organisation, there may be a lack of clarity in their roles if 

the organisation does not exhibit high levels of formalisation beforehand. Thus, the professionals 

may seek to clarify their work through methods of formalisation which others in the organisation 

must adjust to. Moreover, when there is a lack of formalised procedures, the ambiguity regarding 

roles and responsibilities within the organisation may contribute to tension and conflict (Amis, 

Slack, & Berrett, 1995).  

However, excessive formalisation can create adverse outcomes for sport managers. In the 

sport event context, for instance, the formalised rules and regulations stipulated by events rights 
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owners can be restrictive for event organisers, as events must be executed in accordance with the 

formalised regulations (Chalkley & Essex, 1999). A study by Kelly, Fairley, and O'Brien 

(2019) empirically demonstrated this notion. While decisions were ostensibly delegated from the 

International Cricket Council to the event organisers of the Cricket World Cup, formalised hosting 

agreements limited the host destinations’ respective abilities to leverage the event for targeted 

outcomes.  

2.5.3 Centralisation 

The hierarchal level in an organisation at which decisions are made is referred to as 

centralisation (Pugh et al., 1968). An organisation is described as highly centralised when upper 

levels of management have ultimate decision-making authority; when decisions are delegated to 

lower levels of management, the organisation is decentralised (Slack & Parent, 2006). There are a 

number of factors in determining the need for centralised or decentralised decision-making 

structures. For instance, Carlisle (1974) noted that the more horizontally differentiated an 

organisation is through departmentalisation by geographic location, the more difficult it is to have 

a centralised structure. Also, as an organisation grows in size, the increased number of decisions 

that must be made can result in greater delegation, necessitating a shift towards a decentralised 

structure (Blau & Schoenherr, 1971; Child, 1973).  

When an organisation expands due to the addition of professionals, Mintzberg (1979) 

argued that decentralisation occurs as the professionals have extensive training and experience and, 

therefore, are given authority to make decisions. Although the organisation can be argued to 

be centralised as final decisions are still ratified by top management, Kikulis, Slack, Hinings, and 

Zimmermann (1989) maintained in their identification of structural design types of amateur sport 

organisations, that as top managers are inactive in the actual decision-making process led by the 

professionals at lower levels, the organisation can be considered to have a decentralised structure. 

With regard to sport events, the event organiser adopting the appropriate decision-making 

structure is important as, according to Parent (2008), time-consuming delays and loss 

of resources are likely to occur if event managers do not understand each hierarchal role and the 

potential problems they will encounter. In their study of the evolution of sport event organising 

committees over time and the types of issues faced, Parent (2008) found that top management dealt 

with broader strategic issues in the planning mode. During implementation mode, 

operational decision-making was transferred down the hierarchy to the lower-level employees who 

were running the events. As conditions change, employees must be able to respond quickly, and 

therefore transition from centralisation to decentralisation is common (Hanlon & Jago, 2000). 
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This section has examined the structural characteristics of organisations - complexity 

(horizontal, vertical and spatial differentiation), formalisation, and centralisation. The analysis and 

identification of an organisation’s structural aspects enables its classification into organisational 

design types, which will now be explored.  

2.6 Organisational Design and Strategic Control  

Despite the fact that all organisations are essentially distinct from one another, they 

nonetheless share a number of structural characteristics that allow them to be classified into 

organisational design types. The sub-sections that follow provide an overview of organisational 

design types. 

2.6.1 Mintzberg’s Typology of Organisational Design 

One of the most commonly used typologies of organisation design types is that developed 

by Mintzberg (1979) who posited five possible configurations: 

1. Simple structure: This design works best for and is most apparent in organisations that 

are in the early stages of development and/or are smaller in size with few employees. 

The organisation exhibits little formalisation and complexity, yet decisions are 

centralised with the owner who has tight control over the organisation. Thus, this design 

is appropriate for organisations operating in a simple, dynamic environment, such as 

start-ups, entrepreneurs, and small businesses. 

2. Machine bureaucracy: These types of organisations are characterised by high levels of 

formalisation, complexity, centralisation, and particularly, extensive vertical 

differentiation. Machine bureaucracies are most prevalent in larger organisations 

producing outputs while following standardised procedures and functional grouping of 

tasks, with a strategic focus on efficiency and achieving economies of scale. For 

example, large-scale manufacturing organisations and some government agencies may 

feature this design type.  

3. Professional bureaucracy: The key difference between this design and that of the 

machine bureaucracy is that the professional bureaucracy is characterised by the 

presence of highly trained professionals who are typically quite autonomous in how they 

perform their work. Thus, while there are high levels of formalisation and specialisation, 

decentralisation tends to occur. Universities and schools, as well as hospitals and 

professional practices, such as law firms, often act as professional bureaucracies. 

4. Divsionalised form: In this configuration, several organisations, generally machine 

bureaucracies, are grouped under a single corporation or central headquarters. Therefore, 
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the divisionalised form is a highly complex design. The organisations are subdivided 

based on outputs and operate relatively autonomously. This design is commonly found 

in larger, developed organisations when product and market diversity is considered 

necessary to the organisation’s strategy.  

5. Adhocracy: Organisations operating in complex and dynamic environments where 

innovation and flexibility are critical to organisational success usually act as 

adhocracies. Adhocracies are characterised by the presence of professionals from a 

variety of areas who work together in teams. As formal rules and policies are far too 

restrictive and decision-making power is delegated as needed, there are comparatively 

lower levels of formalisation and decentralisation. Task forces and project-based 

organisations often act as adhocracies.  

Each of these organisational designs are considered as ideal types. Thus, an organisation is 

highly unlikely to exhibit the exact characteristics of one design type. Rather, the organisation is 

more likely to display characteristics from more than one design (Mintzberg, 1979). While it has 

been over 40 years since Mintzberg’s work, the basic design features he identified still hold true, 

particularly at the divisionalised and adhocracy end of the scale. It is now necessary to discuss 

organisational design in the field of sport management.  

2.6.2 Traditional Design Archetypes for NSOs 

Traditionally, sport organisations have been led by volunteers. However, this volunteer 

orientation has subsided over time, particularly at the state and national levels, with a fundamental 

shift towards hiring more business-like professionals. Identifying and applying design archetypes to 

frame dynamics of organisational change as a result of the influx of professionals entering Canadian 

NSOs in the late 1980s and early 1990s was the focus of the influential body of work by Slack and 

colleagues (e.g., Kikulis et al., 1992; Slack & Hinings, 1992, 1994; Thibault et al., 1991). Dowling 

et al. (2014) later referred to this process as organisational professionalisation. Shilbury and Ferkins 

(2011) suggested that potential outcomes of sport organisations implementing contemporary 

governance practices, particularly, transitioning to more professionalised systems, is, “increased 

coordination and more efficient provision of sporting opportunities in communities” (p.109).  

Kikulis et al. (1992) wrote the seminal paper identifying design archetypes within Canadian 

NSOs, building upon the work of Cunningham, Slack, and Hinings (1987); Kikulis et al. (1989); 

Macintosh and Whitson (1990), as well as Slack and Hinings’ (1987, 1992) recommendations for 

future research. Kikulis et al. (1992) sought to identify “design archetypes that most significantly 

represent NSOs by describing the patterns of the structure-value coherence that are most often 

identified in this sector of organisations” (p. 345). To that end, the authors determined that NSOs 
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seemed to fall into one of three organisational design types: Kitchen Table, Boardroom, and 

Executive Office.  

 Organisations of the Kitchen Table archetype rely on membership and fundraising 

contributions to fund organisational activities, and focus delivering both mass participation and 

high-performance sport opportunities and ensuring member satisfaction. Formalisation is typically 

low since little attention is placed on developing rules or policies, and decisions are made by a small 

group of dedicated volunteers, highlighting the organisation’s centralised structure. Moreover, there 

is little complexity as roles are based on interest and loyalty to the organisation rather than 

specialisation. Although sport organisations that demonstrate a Boardroom archetype still value 

development opportunities, there is a greater emphasis on competitive sport opportunities and 

administrative efficiency and effectiveness. Organisational complexity and formalisation are, 

naturally, greater as a result of employing professionals and developing formal roles, rules, and 

programs. The volunteer board of directors is responsible for making decisions.  

Lastly, organisations that emphasise high performance sport with a focus on securing 

government and corporate funds reflect the Executive Office archetype. The organisation is led by 

professionals with the assistance of volunteers, both requiring technical and administrative 

expertise. As success is measured by performance at international competitions, more specialists are 

recruited, and the prevalence of institutionalised rules, policies and procedures highlight the 

organisation’s complexity and formalisation. Decisions are decentralised to the professional staff as 

the organisation grows in size. In their case analysis of the merger between the Canadian Amateur 

Hockey Association and Hockey Canada in 1994, Stevens (2006) suggested the addition of the 

Amateur Sport Enterprise, which demonstrates the coexistence of competing archetypes within an 

organisation. This new archetype is characterised by a tall, divisionalised structure focused on 

revenue-generation, with the volunteer executive committee holding increased decision-making 

power.  

For most sport management scholars, the kitchen table-boardroom-executive office 

archetypes have become commonplace terminology and are among the most highly cited works in 

the field (Hoye et al., 2020). However, as it has been nearly three decades since Slack and 

colleagues’ seminal work, Parent et al. (2018) observed that the environment in which NSOs 

operate has become much more complex (e.g., changes to the stakeholder environment, increased 

influence of globalisation, economic difficulties, and corruption in sport). In their examination of 

the impact of recent governance changes in Canadian NSOs, Parent et al. (2018) found that non-

profit sport organisations continue to face pressures for increasing professionalisation and that the 

Kitchen Table and Boardroom archetypes have all but disappeared in an inevitable shift towards 
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Executive Office. Also, with the proliferation of new, non-traditional stakeholder groups (e.g., 

social media), managers were found to face increased complexity in coordinating ever more diverse 

stakeholders. These stakeholder coordination issues have an impact on organisational processes and 

performances and, thus, must be taken into account when understanding design archetypes. As a 

result of these findings, Parent et al. (2018) suggest for future research to re-examine Kikulis et al.’s 

(1992) design archetypes.  

 Hoye et al. (2020) reviewed the traditional NSO design archetypes and suggested several 

means with which to enhance the measurement criteria. The authors proposed that the measures for 

the structural dimensions to be refined, while maintaining the original definitions of the values and 

beliefs elements. However, such values and beliefs should be expanded to include high 

performance, growth of the sport, financial sustainability, good governance, stakeholder 

involvement, stakeholder engagement, diversity, and brand governance. From this evaluation, the 

authors established the foundation for their subsequent work, which develops a new set of 

contemporary design archetypes for NSOs.  

2.6.3 Contemporary Design Archetypes for NSOs 

 The aim of the supplemental paper by Parent et al. (2021) was to develop a taxonomy of 

NSO design archetypes based on the more contemporary criteria. The authors sought to assess the 

new archetypes’ usability as well as the implications of the findings for scholars and practitioners. 

Focusing on 32 Canadian NSOs, data were collected from an online survey, publicly available 

information, and clarification calls. Parent et al. (2021) utilised structural elements (i.e., 

specialisation, standardisation, formalisation, centralisation), organisational values (i.e., good 

governance, stakeholder engagement, diversity), revenue sources, capacity, and governance 

variables (i.e., board composition, performance effectiveness and efficiency, accountability, 

transparency, stakeholder participation) to develop the new archetypes. On this basis, Parent et al. 

(2021) determined a taxonomy of four contemporary governance design archetypes for NSOs - 

Board-led, Executive-led, Professional, and Corporate. A description of each archetype is presented 

in Table 2.1.   
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Table 2.1  

Descriptions of contemporary NSO design archetypes  

Archetype and Descriptors 

Construct Board-led Executive-led Professional Corporate 

Key values Stakeholder 

engagement and 

governance 

 

Governance, and 

some stakeholder 

engagement and 

diversity 

 

Stakeholder 

engagement 

 

Governance, 

stakeholder 

engagement and 

some diversity 

 

Complexity Low 

specialisation 

Lower 

standardisation 

Low 

formalisation 

Centralised 

 

Medium 

specialization 

Medium 

standardization 

Medium-high 

formalization 

Centralised 

 

Medium-high 

specialisation 

Medium 

standardisation 

Medium 

formalisation 

Decentralised 

 

High specialisation 

High 

standardisation 

High formalisation 

Mixed 

centralization 

 

Revenue 

sources and 

capacity 

Public and 

membership 

dominant 

revenues  

Small staff (3.25 

full-time)  

Small budget 

(CAD 822k) 

 

Public-dominated 

revenues  

Medium-low staff 

(11.78 full-time)  

Medium budget 

(CAD 2.86 million) 

 

Public and 

membership 

dominant revenues 

Medium-high staff 

(20.5 full-time) 

Medium budget 

(CAD 6.81 million) 

 

Sponsorship and 

broadcasting 

dominant revenues  

High staff (58 full-

time) and  

High budget (CAD 

22.75 million) 

 

Board 

composition 

Smaller board 

(7.38 members) 

Medium-sized board 

(8.13 members) 

 

Medium-sized board 

(8.33 members) 

 

Larger board 

(12.5 members) 

Governance Participant-

focused 

performance  

High efficiency 

Medium-high 

accountability 

Medium 

transparency 

Lower 

stakeholder 

participation 

 

Financial 

performance focus 

Medium-high 

efficiency  

High accountability 

Low transparency 

Higher stakeholder 

participation 

 

Performance based 

on organisational 

objectives  

Medium-low 

efficiency  

Medium 

accountability 

Low transparency 

Medium stakeholder 

participation 

 

Performance based 

on organisational 

objectives  

Low efficiency 

High accountability 

High transparency 

Medium-high 

stakeholder 

participation 

 

 

Note. From “National sport organisation governance design archetypes for the twenty-first century” 

by M.M. Parent, R. Hoye, M. Taks, A. Thompson, M.L. Naraine, E.L. Lachance, B. Seguin, 2021, 

European Sport Management Quarterly, p.12. Copyright 2021 CC BY-NC-ND 4.0. 

Table 2.1 Descriptions of contemporary NSO design archetypes  

  

https://creativecommons.org/licenses/by-nc-nd/4.0/
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Although only recently developed, Parent et al. (2021) stated that the revised set of 

governance archetypes is promising for future research efforts for a variety of reasons. For example, 

by being able to use publicly available information, researchers can categorise NSOs into 

archetypes more easily and efficiently. Also, with findings indicating that the evolution of NSOs is 

not linear from one archetype to the next, organisational change within NSOs can be examined over 

time. Parent et al. (2021) suggest that future research utilise the revised archetypes to better 

understand change within NSOs in countries other than Canada, as well as other types of sport 

organisations. The current study explores the archetypes’ applicability in the context of TQ, an 

Australian SSO, which experienced structural change as a result of its NSO’s attempts to 

professionalise its member associations. Understanding an organisation’s structure and design 

provides the basis for understanding other organisational phenomena, including strategic control.  

2.6.4 Strategic Control Systems 

O’Brien, Parent, Ferkins, and Gowthorp (2019) highlighted the importance of strategic 

control systems in enabling sport managers to evaluate the extent to which their sport organisation 

is achieving strategic targets and progressing in the intended strategic direction. A comprehensive 

strategic control system includes feedback, concurrent and feedforward mechanisms (Harrison & 

St. John, 2014), each of which will now be briefly described.  

The purpose of feedback controls is to enable managers to compare outcomes from 

organisational activities against established goals, thus, allowing managers to evaluate the success 

or failure of strategies pursued (Harrison & St. John, 2014). For example, surveys, reports, audits, 

and ratio analyses are feedback tools that provide such information for management (O’Brien et al., 

2019). Harrison and St. John (2014) identified six steps that are integral to establishing feedback 

control: (1) establish broad goals based on mission, vision and purpose; (2) identify key result areas 

for each of the broad goals; (3) establish specific targets and time frames; (4) make a specific 

manager responsible for each target; (5) develop an action plan for accomplishing each target; and, 

(6) follow up with each manager. By taking these necessary steps, organisational performance on 

specific strategic initiatives can be evaluated.  

Concurrent controls provide managers with “real-time” information about the current 

implementation of a strategy and can be classified into two types: process controls and behavioural 

controls (Harrison & St. John, 2014). In a sport context, process controls can be statistical, such as 

using neural networks to generate data that helps identify athletes at risk of injury, or inventory-

related, including an event organiser monitoring the number of spectators in the event precinct 

(O’Brien et al., 2019). The second category of concurrent controls, behavioural controls, is 

concerned with establishing types of values and behaviour among employees. These controls can be 
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bureaucratic, such as formalised rules, policies, and procedures, or clan, which are socialisation 

processes that teach employees about the values and norms of the organisation. Socialisation 

processes may include an induction program for new employees, or continuous training for existing 

employees. These controls are real-time in the sense that they influence employees as they perform 

their work (Harrison & St. John, 2014).  

To strategically plan for and navigate changes in the internal and external environment, 

managers can create feedforward control mechanisms. Premise control (periodically assessing the 

validity of the information and assumptions underpinning existing strategies) and strategic 

surveillance systems (monitoring the activities of competitors) are examples of feedforward 

controls (Harrison & St. John, 2014). In sum, regardless of the type of organisational design 

archetype, the control methods described are necessary tools for understanding the success or 

otherwise of strategic initiatives, including in the case of this research, event leveraging. The next 

section provides a discussion of stakeholder identification and salience.   

2.7 Stakeholder Theory – Identification and Salience 

In Strategic Management: A Stakeholder Approach, the seminal work of stakeholder theory 

within organisational studies, Freeman (1984) considered a stakeholder to be groups or individuals 

that have an impact on or are affected by the focal organisation’s objectives. This definition has 

sparked numerous critiques from researchers analysing stakeholder management; the main criticism 

of Freeman’s definition is its breadth, that is, it implies that any type of group or individual can be a 

stakeholder (e.g., Donaldson & Preston, 1995; Mitchell, Agle, & Wood, 1997; Phillips, 1997, 2003; 

Post, Preston, & Sachs, 2002). Put simply, overly broad definitions of what constitutes a 

stakeholder threaten the very meaningfulness of the term. As Phillips (2003) stated, “if everyone is 

a stakeholder of everyone else, little value is added by the theory” (p.28).  

As such, scholars attempted to narrow the field to determine whom a stakeholder might be. 

Clarkson (1995) made the distinction between primary and secondary stakeholders. The author 

defined primary stakeholders as those who are needed for organisational survival, such as, 

employees, customers, and suppliers. Secondary stakeholders are those who have a strong influence 

on the organisation but are not essential for its survival, for example, the media and special interest 

groups. However, ambiguity surrounding stakeholder classification remained prominent in 

stakeholder theory discussions, with Mitchell et al. (1997) claiming that there was no agreement on 

what Freeman (1984) referred to as, the principle of who or what really counts. Thus, to further 

explore this principle, Mitchell et al. (1997) proposed that stakeholders can be identified based on 

their possession of three key attributes – power, legitimacy, and urgency. The more attributes a 
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stakeholder possesses, the more salient they become - salience being defined as, “the degree to 

which managers give priority to competing stakeholder claims” (Mitchell et al., 1997, p. 854). This 

framework for stakeholder identification and salience will now be explored in greater detail, 

beginning with an overview of each of the three attributes. 

2.7.1 Stakeholder Power 

The first attribute in determining stakeholder salience, power, is defined by Pfeffer (1981) 

as, “a relationship among social actors in which one social actor, A, can get another social actor, B, 

to do something that B would not otherwise have done” (p.3). To understand how power can be 

exercised, Mitchell et al. (1997) adopted Etzioni’s (1964) three types of power, each based on the 

type of resource used to exercise that power: coercive, utilitarian, and normative. Stakeholders 

possessing more than one of Etzioni’s (1964) three power types are more salient (Parent & 

Deephouse, 2007).  

According to Etzioni (1964), coercive power relates to the ability to use physical means 

such as violence, force, or threats to exert influence over the focal organisation. The use of coercive 

means is less common in sport event contexts in comparison to utilitarian and normative power 

(Xue & Mason, 2011), though some instances may include when protestors use physical violence to 

damage sport facilities, or when a highly regarded sport team threatens to relocate to another city if 

new facilities are not subsidised (Friedman & Mason, 2004).  

Utilitarian power refers to the use of material rewards, including, money, goods and 

services, that can be dispensed and withheld from the organisation by the stakeholder (Etzioni, 

1964). This type of power may be exercised within the context of a sport event, for instance, by 

sport fans, sponsors, and partners, as they are willing to financially support the event by purchasing 

tickets and providing financial support. Xue and Mason (2011) noted that event-related specialists 

can also wield utilitarian power because they, as a human resource, are depended on by event 

organisers to assist with the execution of the event (e.g., technology and engineering specialists).  

Normative power consists of the ability to utilise symbols, such as prestige, love, esteem, 

and/or acceptance to influence the focal organisation (Etzioni, 1964). According to Parent and 

Deephouse (2007), a stakeholder who has set laws, protocols, rules and regulations that must be 

obeyed by a sport organisation possesses normative power. An example of this type of power is a 

stakeholder’s ability to award sport event hosting rights (Parent & Deephouse, 2007; Xue & Mason, 

2011).  

In sum, managers’ focus and attention towards stakeholders depend on, first, the extent to 

which a stakeholder has or can gain access to coercive, utilitarian, and/or normative resources to 
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impose its will over the organisation. Thus, there is a clear link between stakeholder power and 

Resource Dependency Theory (RDT).  

Power Through the Lens of RDT 

The central proposition of Pfeffer and Salancik’s (1978) RDT suggests that organisational 

survival is dependent on the ability to obtain critical resources from the external environment. The 

theory assumes that organisations are unable to internally generate valued resources essential for 

ongoing viability and, therefore, need to engage in resource transactions with organisations in its 

environment. A consequence of this dependency is the uncertainty associated with environmental 

fluctuations and resource acquisition (Slack & Parent, 2006; Ulrich & Barney, 1984).  

According to Pfeffer (1981), power and resource dependence are evidently linked as, from 

an RDT perspective, organisational success is defined as organisations maximising their power. 

Ulrich and Barney (1984) argued that an organisation can gain power through two means: (1) 

controlling resources to minimise dependence; and, (2) controlling resources to maximise others’ 

dependence on them. These interdependencies influence the power dynamics in organisation-

stakeholder relationships as organisations in possession of necessary resources sought by the focal 

organisation accrue power, while those that rely on others for resources are vulnerable to control 

(Malatesta & Smith, 2014).  

  RDT has served as the theoretical foundation in previous studies by sport management 

scholars, including, in the context of organisational change within national sport organisations 

(Slack & Hinings, 1992); the impacts of the loss of volunteers within sports clubs (Breuer, Wicker, 

& Von Hanau, 2012); decision-making and coordination within elite sport networks (Lucidarme, 

Babiak, & Willem, 2018); and overcoming challenges for national disability sport organisations 

(Brown & Pappous, 2018). However, a key area of study in the sport management literature in 

which RDT has been utilised is the examination of the resource dependencies of grassroots sport 

clubs. 

Due to scarce resources, findings by Vos et al. (2011) and Wicker and Breuer (2011) 

highlight the dependency of local sport clubs on government funding in the form of grants and 

subsidies. The authors suggested that while a high reliance on government funding reduces clubs’ 

financial vulnerability, this dependency reduces the clubs’ autonomy. In other words, the sport 

clubs have little to no power with which to influence resource providers. In their examination of the 

government grant application process for sport clubs, Sotiriadou and Wicker (2013) found that due 

to limited knowledge and skills, such as the use of technology, clubs seek and may develop a 

dependence on external consultants to assist in the development of strategic plans required for grant 

applications. However, as consultants charge fees similar to the total grant funds, there may be little 



 35 

to no financial gain. In addition to power, Mitchell et al. (1997) proposed that understanding the 

legitimacy of stakeholders is significant in determining salience. This second attribute will now be 

discussed.  

2.7.2 Stakeholder Legitimacy 

 In their framework, Mitchell et al. (1997) utilised Suchman’s (1995) working definition of 

legitimacy as the basis for this attribute, suggesting that a stakeholder is found to be legitimate if its 

actions are, “desirable, proper, or appropriate, within some socially constructed system of norms, 

values, beliefs and definitions” (p.574). Suchman (1995) posits the existence of three forms of 

legitimacy, including pragmatic legitimacy (self-interest evaluation of the organisation); moral 

legitimacy (normative evaluation of the organisation); and cognitive legitimacy (based on acting as 

expected and in taken-for-granted manners). However, Phillips’ (2003) analysis is the preferred 

account of stakeholder legitimacy that will be utilised in this study as legitimacy, according to 

scholars, should be viewed solely from a moral perspective (Neville, Bell, & Whitwell, 2011). In 

Mitchell et al.’s (1997) explanation of the relevance of legitimacy in stakeholder identification and 

salience, the authors acknowledged legitimacy to be “loosely referring to socially accepted and 

expected structures or behaviours” (p.866). Therefore, Neville et al. (2011) stated that Mitchell et 

al. (1997) were acknowledging that legitimacy is morally based as a stakeholder possesses 

legitimacy because their claim has been deemed to be “intrinsically right and proper” (p.365).  

The concept of legitimacy itself, according to Phillips (2003), was still ambiguous in 

stakeholder theory discussions. Therefore, he proposed a distinction between normative and 

derivative legitimacy as a preliminary attempt to further understand the concept. Normative 

legitimacy was founded upon Phillip’s (1997) principle of stakeholder fairness. According to the 

principle, when the benefits of a mutually beneficial arrangement are accepted between an 

organisation and a stakeholder, obligations of fairness are created. As such, the stakeholder is 

deemed to be normatively legitimate, and the organisation has a moral obligation to fulfil the 

stakeholder’s claims (Phillips, 2003). Spectators of a sport event are an example of a normatively 

legitimate stakeholder group as the event organiser has a moral responsibility to deliver an 

entertaining and positive experience in exchange for the spectators’ willingness to purchase tickets 

to the event.  

Despite having no normatively legitimate claims on the focal organisation, Phillips (2003) 

claimed that a stakeholder can be deemed to be derivatively legitimate when it has the ability to 

exercise power over the organisation, and its normatively legitimate stakeholders, in beneficial or 

harmful ways. As managers must protect the interests of their normatively legitimate stakeholders, 
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attending to the needs of derivatively legitimate stakeholders is morally justified. In the context of a 

sport governing body and sport events, the media is a perfect example of a derivate stakeholder.  

Although all stakeholders under examination can be classified as normatively legitimate, 

Phillips (2003) contended that possessing normative legitimacy does not necessarily signify equal 

managerial consideration and attention. Rather, Phillips suggested that, “equity would better 

characterise the relationship such that each receives consideration based upon contribution to the 

organisation” (p.34). He provided the following example, “a large shareholder would justifiably 

receive greater voice in decision-making and a greater share of the organisational rewards than 

would a small supplier or remote community member” (p.34). Thus, power and legitimacy are 

inextricably intertwined; if all stakeholders are legitimate, managerial attention is determined by 

their contribution to the organisation, such as the provision of critical resources.  

In addition to understanding the interaction between power and legitimacy in the evaluation 

of stakeholder identification and salience, Mitchell et al. (1997) argued that it is necessary to see 

how these attributes combine with the urgency of the stakeholder’s claim.  

2.7.3 Stakeholder Urgency 

According to Mitchell et al. (1997), urgency adds a catalytic component to the stakeholder 

identification and salience framework as, unlike power and legitimacy, urgency captures the 

dynamics of stakeholder-manager interactions by ascertaining a stakeholder’s willingness and 

opportunity to act on a given issue. Defined as, “the degree to which stakeholder claims call for 

immediate attention” (p.867), Mitchell et al. (1997) proposed that urgency only exists when the 

relationship or claim is: (1) time sensitive; and, (2) critical to the stakeholder. Due to the time 

sensitive nature in operating a sport event, for example, event organisers must deal with a number 

of urgency-like concerns from stakeholders, such as enquiries from athletes and attendees, or 

requests from the media for a statement on a particular topic.  

The preceding sub-sections have discussed the attributes of power, legitimacy, and urgency 

that contribute to Mitchell et al.’s (1997) stakeholder identification and salience framework. Once a 

stakeholder’s attributes have been identified, the authors suggest that its salience can be determined 

by the various combinations of attributes, resulting in a range of stakeholder classes. 

2.7.4 Stakeholder Classes 

 Mitchell et al. (1997) proposed that stakeholders can be assigned into one of four 

stakeholder classes and further categorised into sub-classes to determine their respective levels of 

salience. As seen in Table 2.2, these classes include definitive stakeholders (three attributes, high 

salience); expectant stakeholders (two attributes, moderate salience); latent stakeholders (one 
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attribute, low salience); and non-stakeholders (no attributes, no salience). An overview of the 

definitive, expectant and latent stakeholder classes and its sub-classes now follows.  

 

Table 2.2 

Categories of stakeholder importance 

   Attribute   

Stakeholder 

Class 

Sub-Class Power Legitimacy Urgency Salience Level 

Definitive  x x x High 

Expectant Dominant x x  Moderate 

 Dependent  x x  

 Dangerous x  x  

Latent Dormant x   Low 

 Discretionary  x   

 Demanding   x  

Non-stakeholder     None 

 

Note. X denotes the presence of an attribute. Adapted from “Toward a Theory of Stakeholder 

Identification and Salience: Defining the Principle of Who and What Really Counts” by R.K. 

Mitchell, B.R, Agle, and D.J. Wood, 1997, Academy of Management, 4(22), p.874. Copyright 1997 

by Academy of Management. Adapted with permission.  

Table 2.2 Categories of stakeholder importance 

Definitive Stakeholders 

 According to Mitchell et al. (1997), definitive stakeholders will be the most salient to 

managers as they are able to pursue their interests given they possess all three attributes. Thus, 

managers will prioritise these stakeholders’ claims as they have the ability to influence decision-

making outcomes. For instance, in their examination of how different stakeholders influence the 

implementation of performance management among Botswana NSOs, Kasale, Winand, and 

Morrow (2019) identified international federations, continental federations, the Botswana National 

Sports Commission, Botswana National Olympic Committee, as well as sponsors as definitive 

stakeholders.  
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Expectant Stakeholders 

 As seen in Table 2.2, an expectant stakeholder can be classified as dominant, dependent, or 

dangerous. First, stakeholders who have a legitimate relationship with the organisation and have or 

are able to create access to resources with which to influence managerial decision-making, are 

considered to be dominant. Mitchell et al. (1997) argued that as these types of stakeholders are able 

to gain urgency at any time, they are perceived as important to managers. The authors posited that it 

is likely that measures have been put in place to acknowledge the significance of their relationship 

with the focal organisation. The central government of a sport event’s host destination, for example, 

has political power and legal authority, but may not have any urgent claims that must be prioritised. 

Therefore, this stakeholder can be classified as dominant (Xue & Mason, 2011).  

 Second, stakeholders who are legitimate and have an urgent claim that needs to be addressed 

are referred to as dependent. As implied by the name of this sub-class, Mitchell et al. (1997) 

suggested these stakeholders are dependent on other stakeholders, particularly those with power, to 

support them in advancing their interests. For example, even if residents of the local area in which a 

sport event is being held have imposed demands on the event organiser, in reality, this stakeholder 

group has limited influence over managerial decision-making. Rather, the residents are dependent 

on a more powerful stakeholder to carry out their will, in this instance, the event organiser, and 

therefore can be classified as dependent. 

 The final sub-class of expectant stakeholders are dangerous stakeholders. These 

stakeholders are powerful and urgent, yet lack legitimacy. Thus, they often exercise their influence 

through coercive and/or violent means (Mitchell et al., 1997). A dangerous stakeholder in a sport 

context would be activists protesting against a particular issue outside of a sport venue, such as 

stadium, in a (potentially) violent and unlawful manner.   

Latent Stakeholders  

Latent stakeholders are perceived by managers to carry low salience as they only possess 

one attribute and can be categorised as dormant, discretionary, or demanding. As shown in Table 

2.2, dormant stakeholders only possess power. In their study of governance and stakeholder 

management of European professional sport clubs, Senaux (2008) observed television companies to 

be extremely powerful due to their ability to command attention by reporting potential claims, yet 

this stakeholder group has no reason or legitimacy to take part in club management. 

For stakeholders that only possess legitimacy, managers are under no pressure to engage in 

an active relationship with them since they have no power or urgency to attract managerial 

attention. A local charity to which a sport organisation donates, for example, has no access to 
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coercive, utilitarian and/or normative means with which to influence the sport organisation and, 

therefore, has no urgent claims. Hence, they are classified as discretionary stakeholders.  

Lastly, demanding stakeholders, that only possess urgency, are “irksome but not dangerous, 

bothersome but not warranting more than passing management attention” (Mitchell et al., 1997, p. 

875). Xue and Mason (2011) identified street vendors as demanding as they sold inexpensive, 

unlicensed merchandise to spectators and tourists during the Formula One Auto Racing Grand Prix 

event in Shanghai but were neither legitimate nor powerful.  

2.8 Stakeholder Theory and Salience in Sport Contexts 

Mitchell et al.’s (1997) framework has been used to analyse stakeholders in a variety of 

sport management contexts. These contexts include: public investment in major league sport 

facilities (Friedman & Mason, 2004); building a framework for issues management in sport 

(Friedman, Parent, & Mason, 2004); governance and stakeholder management of professional sport 

clubs (Anagnostopoulos, 2011; Senaux, 2008); strategic decision-making within a football club 

(Miragaia, Ferreira, & Carreira, 2014); governance capability building among non-profit sport 

organisations (Ferkins & Shilbury, 2015b; Miragaia, Brito, & Ferreira, 2016); intercollegiate 

athletics coaches’ attitudes towards legislative changes (Huml, Hambrick, Hums, & Nite, 2018); 

behavioural intentions of sport fans towards sports teams (Biscaia, Hedlund, Dickson, & Naylor, 

2018); and, stakeholder influences on the implementation of performance management in NSOs 

(Kasale et al., 2019). Significantly, no studies to date have applied the stakeholder salience 

framework to develop an understanding around why efforts to leverage major sport events for sport 

participation typically fall short of projected outcomes. 

Sport events require collaboration among a network of key internal and external stakeholder 

groups (Parent, 2008). Of the few studies to utilise Mitchell et al.’s (1997) framework in a sport 

event context, Parent and Deephouse (2007) assessed managers within two large-scale sport event 

organising committees and their perceived identification and prioritisation of stakeholders. They 

found that stakeholder identification and salience was dependent on managers’ hierarchal level and 

role. The authors also observed that utilitarian power had the greatest impact on salience, followed 

by normative then coercive power. Meanwhile, using the case of the Formula One Auto Racing 

Grand Prix in Shanghai, Xue and Mason (2011) adopted Mitchell et al.’s (1997) framework to 

investigate how stakeholder relationships change over time. Due to changes in the environment, the 

authors observed that stakeholders would shift between stakeholder classes by losing or gaining 

possession of attributes.  
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Another contribution was the work of Hautbois, Parent, and Séguin (2012) who applied the 

framework in their analysis of the relationships among stakeholders in the bidding process of a 

major sport event. Through a case study of the French national bid competition for the 2018 

Olympic Winter Games, the authors noted that stakeholders’ salience changed as the bidding 

process progressed. Furthermore, Parent, Kristiansen, Skille, and Hanstad (2015) utilised the 

framework to examine the stakeholder network for the 2012 Winter Youth Olympic Games. The 

authors identified the International Olympic Committee, the press and broadcast media, and the 

athletes’ parents as the most salient stakeholders with the most influence over the Games’ 

sustainability. 

The current research utilises Mitchell et al.’s (1997) framework to analyse the attributes of 

the key stakeholders of an SSO in the context of hosting two major sport events to understand the 

prioritisation of efforts to build clubs’ capacity for event leveraging. To assist with the identification 

of TQ’s key event stakeholders, it is important to understand the types of entities that scholars have 

recognised as major sport event stakeholders. Based on studies by Naraine et al. (2016); Parent 

(2008); and Parent and Deephouse (2007), Parent and Ruetsch (2020) developed a generic major 

sport events stakeholder map, placing the organising committee in the centre (see Figure 2.3).  
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Figure 2.3 

 

A major event’s stakeholder map  

 

 

 

Note. From “Managing Major Sports Events: Theory and Practice” (p.27) by M. M. Parent, A. 

Ruetsch, 2020, Abingdon, Oxfordshire: Routledge. Copyright 2020 by Taylor & Francis Informa 

UK Ltd – Books. Reprinted with permission.  

Figure 2.3 A major event’s stakeholder map  

Internally, staff and volunteers are considered a stakeholder group. The key external 

stakeholder groups include government actors (federal, state and local); members of the sport 

industry (event owners, community sport organisations, federations); the media; the community 

(residents, local businesses and tourism organisations, schools); sponsors; delegations; and other 

stakeholders such as venue owners and consultants. Having reviewed how Mitchell et al.’s (1997) 

framework has been used to analyse stakeholders in a variety of sport management contexts, as well 

as describing the stakeholders of a major sport event, it is now necessary to discuss the gaps in 

knowledge that this research will address.  
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2.9 Gaps in Knowledge 

Within the literature, studies have identified a complex array of barriers and constraints 

associated with event leveraging for sport participation (Chalip et al., 2017; Hoskyn et al., 2018; 

Misener et al., 2015; Taks et al., 2018). However, few of these studies are theory driven. In their 

recent scoping review of the literature on impacts, legacies, and leveraging sport events to enhance 

participation, Teare and Taks (2021) highlighted this issue and emphasised the importance of 

employing a theoretical framework or approach to guide research in this area. Thus, the authors 

suggested that future research investigating participation from sport events should utilise theory in 

its research design. As demonstrated in the literature review, Mitchell et al.’s (1997) stakeholder 

identification and salience framework has been utilised to analyse stakeholders in a variety of sport 

management contexts. Thus far, however, no studies have applied this framework to understand 

why efforts at event leveraging for sport participation have been insufficient or even non-existent.  

Additionally, while scholars have contended that capacity building among local clubs must 

be considered as a precursor to enable leveraging for participation (Chalip et al., 2017; Hoskyn et 

al., 2018; Taks et al., 2018), limited studies have examined the prioritisation of this task by sport 

governing bodies. Also, the continuously evolving environment for NSOs has prompted an 

examination of these sport governing bodies’ strategic responses to environmental changes, finding 

increasing professionalisation (Parent et al., 2018). Yet, few studies have explored how an NSOs’ 

strategic responses to pressures for professionalisation impact its SSOs organisational processes and 

performance. Understanding how professionalisation at the national level impacts these state 

organisations is clearly important for achieving desired participation outcomes from leveraging 

efforts, as SSOs are arguably the ideal governing body for developing clubs’ capacity for leverage. 

By bringing stakeholder salience and organisational theory into the conversation, this study 

addresses Teare and Taks’ (2021) call for studies examining participation outcomes from sport 

events to utilise theory, and in so doing, explores the influence of stakeholders and their claims on 

those responsible for leveraging events to build participation – a factor that has received little 

scholarly attention.  

Furthermore, from their development of a revised set of NSO design archetypes, Parent et 

al. (2021) advocated for future research to, 

… use the revised archetypes to understand the dynamics of change within NSOs in other 

countries or other forms of sport organisations in greater depth, in particular their 

interactions with important stakeholder groups and the influence of institutional or 

environmental forces (p.18).  
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This study will utilise the contemporary archetypes to understand the design changes in TQ, an 

Australian SSO, as well as exploring how increased professionalisation impacted TQ’s management 

of its complex event stakeholder network for the 2020 ATP Cup and BI. As a result, we can better 

understand change dynamics in a sport governing body (an Australian SSO) facing current realities, 

providing a meaningful contribution to the literature. With the gaps in knowledge identified, the 

research questions will now be presented.  

2.10 Research Questions 

As the literature review has demonstrated, scholarly and practitioner interest in investigating 

sport event leveraging for participation outcomes is growing, as is interest in contemporary 

environmental factors impacting sport governing bodies’ organisational structure and design. The 

utilisation of stakeholder theory and organisation theory, presents an opportunity to fill the gaps 

described above. Combining these conceptual lenses, the following main research question is 

proposed:  

How does the professionalisation process influence sport event leveraging for participation 

outcomes? 

To fully address this main question, three sub-questions are proposed: 

1. How does the professionalisation of an NSO impact an SSO?  

2. How does the employment of sport development professionals in an SSO impact the 

perceived salience of event stakeholders?  

3. How does stakeholder salience change when an SSO seeks to leverage a sport event for 

participation outcomes?  

The research methods employed to address these questions are discussed in the ensuing chapter. 

2.11 Chapter Summary 

 This chapter first presented an overview of sport governance, highlighting the current 

structure of the Australian sport system. A review of the literature examining sport event leveraging 

with an emphasis on the objective to enhance sport participation then followed. The preceding 

sections presented literature associated with organisational structure and design and stakeholder 

identification and salience – the two main theoretical approaches underpinning this study. Three key 

gaps in knowledge were identified. First, few studies investigating event leveraging to build 

participation have seriously engaged theoretical analyses. Second, while it is necessary for local 

clubs to build their respective capacities to enable leverage, the issues influencing how sport 
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governing bodies prioritise this task has yet to be explored. Last, as current realities, including a 

more complex stakeholder environment and pressures to professionalise, have influenced how sport 

governing bodies are structured and designed, there is an opportunity to explore these influences 

and their overall impacts on sport event leveraging to enhance participation. This chapter concluded 

by presenting the main research question and three sub-questions. The next chapter, Chapter Three, 

discusses the research methods to be used to address the research questions.  
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Chapter 3: Methodology and Research Methods 

3.1 Chapter Overview 

This chapter explains and justifies the research methods used to answer the research 

questions. The chapter begins with a summary of the methodology for this study, followed by a 

discussion of the philosophical principles adopted by the researcher. A discussion of the research 

design including the rationale for choosing a qualitative research method and single case study 

approach then follows. An overview of the case study and justification for the case are then 

discussed, followed by the data collection and analysis procedures and the strategies to enhance 

validity and reliability. The chapter then concludes with the ethical considerations for this research.  

3.2 Research Methodology  

All researchers’ actions are guided by a basic set of beliefs which define their worldview 

(Guba, 1990). These underlying set of principles are referred to as a research paradigm, which are 

constructed by three philosophical assumptions: ontology (what kind of being is the human being?), 

epistemology (what is the relationship between the inquirer and the known?), and methodology 

(how do we know the world or gain knowledge of it?) (Guba, 1990). A researcher’s ontological, 

epistemological and methodological assumptions are based on “discipline orientations, students’ 

advisors/mentors inclinations, and past research experiences”, which will lead to embracing 

different approaches to their research (Creswell, 2014). Although there is ongoing debate about the 

various paradigms in which research can be constructed, this thesis highlights the five major 

paradigms proposed by Lincoln, Lynham, and Guva (2011): positivism, post-positivism, critical, 

participatory, and constructivism. An overview of each of these five paradigms now follows.  

3.2.1 Positivism  

A positivist researcher is described as being a realist, in that they believe that only one 

single “reality” or “truth” exists. Positivists hold an objectivist ontology and the aim of enquiry is to 

observe, measure, and describe this one single reality (Merriam & Tisdell, 2016). To appropriately 

develop knowledge objectively, dissociation and detachment between the researcher and 

participants is valued. Hence, this paradigm is generally associated with research settings in which 

variables can be controlled and manipulated to maximise objectivity (Park, Konge, & Artino, 2020). 

Objective research methods include statistical and mathematical analysis of data collected through 

questionnaires, and surveys. Findings can help strengthen or refine theories, which can lead to new 

hypothesis and questions for future studies (Merriam & Tisdell, 2016).  
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3.2.2 Post-Positivism 

Like positivism, a post-positivist retains the belief that there is one single truth or reality 

(Creswell, 2014). However, it is understood that theories, hypotheses and facts can be overturned 

through continued research that tests theories in new ways and in different contexts. For post-

positivists, a full understanding of the world is unattainable as bias will naturally occur, and 

observations and measurements are always subject to flaws (Young & Ryan, 2020). Therefore, a 

single truth is unlikely to be found and knowledge is seen as a current understanding of the world. 

A range of methods can be utilised when adopting a post-positivist worldview, considering the 

study intends to develop existing knowledge and engages in theory-derived hypothesis testing 

(Young & Ryan, 2020).  

3.2.3 Critical 

Critical theories suggest that, “existing social structures, material conditions and societal 

ideals are the standpoint for critical thinking and examination” (Gotham, 2007, p. 83). The 

ontological stance is the belief that reality is situated in socially constructed experiences that are 

under continuous influence. The goal of critical inquiry is to confront power structures in society 

and culture, and to help improve the current conditions of the subjects through rectifying power 

imbalances (Willis, 2007). Furthermore, critical research ultimately aims for freedom through 

transforming and empowering those under societal suppression (Willis, 2007). Theoretical 

approaches to critical research include queer theory, feminist theory, critical race theory, 

postcolonial theory and Marxism (Merriam & Tisdell, 2016).  

3.2.4 Participatory 

Participatory research is a co-operative form of inquiry whereby joint participation between 

the researcher and participants exists, and participants are actively involved throughout the whole 

research process (Heron & Reason, 1997). A participatory researcher seeks to empower participants 

to improve practices they participate in and future circumstances they could find themselves in 

(Killion & Fisher, 2018). The aim of enquiry is to enable action, which is achieved through a self-

reflective process where the researcher and participants collect and analyse data, leading to a course 

of action to be determined. Furthermore, equal distribution of power is advocated between the 

researcher and participants, ultimately, leading the participants to be the researchers (Heron & 

Reason, 1997). 

3.2.5 Constructivism 

The constructivist worldview assumes a relativist ontology in which multiple realities exist. 

The form and content of these realities are determined by interactions between the researcher and 
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participants, indicating that knowledge is essentially created as the study proceeds (Lincoln et al., 

2011). As the researcher and participants’ personal experiences will inevitably influence the 

knowledge constructed, these interactions are highly subjective. Thus, a constructivist assumes a 

subjectivist epistemology (Lincoln & Guba, 2013). Hermeneutic/dialecticism is the methodological 

presupposition of constructivism as these methods enables the researcher to uncover and interpret 

the constructions of participants through discourse (Lincoln & Guba, 2013).  

By adopting a constructivist worldview, the aim of inquiry is “understanding and 

reconstruction of the constructions that people (including the inquirer) initially hold, aiming toward 

consensus but still open to new interpretations as information and sophistication improve” (Guba & 

Lincoln, 1994, pp. 113, parentheses in original). In order to understand how pressures for increased 

professionalisation influence sport event leveraging for participation outcomes, the researcher had 

to explore the experiences of TQ employees to form a consensus construction. The researcher was 

primarily dependent on interacting with employees through the form of semi-structured interviews 

to ascertain their perspectives and thoughts on the case at hand. As a result, the researcher’s own 

experiences were bound to contribute to the knowledge created from this study. From this 

description, the ontological, epistemological, and methodological presuppositions of constructivism 

justifiably fits with the context of this study. 

3.3 Research Methods 

As this study is qualitative in nature, this section begins with a justification for this method 

and discusses the various qualitative approaches available to the researcher. The case-study 

approach was identified to be the most suitable approach, and a brief overview of the case is also 

provided.  

3.3.1 Qualitative Research Approaches 

Undertaking this research from a qualitative perspective instead of a quantitative or mixed 

methods approach was most suitable, as the researcher sought to gain an in-depth understanding of 

complex and somewhat unprecedented phenomena. Using a qualitative research method with 

interviews will provide an understanding of “human experience, perceptions, motivations, 

intentions and behaviours” (Skinner, Edwards, & Corbett, 2015, p. 15). The researcher will be able 

to draw conclusions through investigating the participants’ tasks and responsibilities from their 

perspective, as well as understanding their strategic behaviour within the organisation and at the 

event itself. There are various approaches within the broad field of qualitative research, and 

Creswell (2013) identified five of these approaches: narrative, phenomenology, grounded theory, 

ethnographic, and case study. To differentiate these five approaches and choose the most 
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appropriate for this research, an assessment of the core purpose of each approach was required, 

which now follows.   

Recounting experiences as stories is recognised through narrative based research (Connelly 

& Clandinin, 2006). The focus of this approach is on the life of an individual and includes gathering 

material through conversations and observations, reporting the experiences described and 

chronologically ordering these experiences. The individual can be someone who, for example, 

illustrates a problem, has had a notable career, is known in the public-eye, or lives an ordinary life 

(Connelly & Clandinin, 2006). As the current research was not focused on any one individual, the 

narrative approach was discounted as inappropriate.   

Alternatively, a phenomenological approach centres on the experience of a group of 

individuals around a phenomenon and understanding this lived experience. The researcher seeks to 

better understand the phenomenon and uncover meanings from the experiences of individuals (Van 

Manen, 2016). These individuals are often asked to provide data through interviews, which the 

researcher then reduces and develops a description that encompasses common aspects of the 

individual participants’ respective experiences (Merriam & Tisdell, 2016). This approach was not 

appropriate for this study due to potential bias, as well as the time consuming and labour-intensive 

nature of the process.  

Whereas a phenomenological approach involves focusing on a group of individuals’ 

experiences toward a phenomenon, the objective of grounded theory is to develop a substantive 

theory based on a large sample of interpretations gathered through interviews, observations, and/or 

documentary materials (Merriam & Tisdell, 2016). This approach can be time consuming due to the 

continual process of data collection and analysis for testing and modifying theories. Grounded 

theory requires the literature review to take place after the research as this approach aims for the 

discovery of a theory, not testing or replicating (Jones, 2014). Therefore, this approach was 

inappropriate as the researcher needed to firstly review the literature to conceptualise the research 

questions.  

An ethnographic approach focuses on identifying the common behavioural patterns, values, 

beliefs and language that has been developed amongst a group of people. This involves selecting a 

context and conducting in-depth and systematic observations of the culture (Hammersley & 

Atkinson, 2007), often by becoming part of the group itself (Jones, 2014). This study did not aim to 

focus on behaviour through observations, therefore, this approach was not selected.  

Last, in adopting the case study approach, a single case or multiple cases are used to explore 

and understand the complexity of a focal issue/phenomenon. This approach is important for 

comprehending how an organisation and its internal and/or external environment impacts social 
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processes, and also to understand everyday activities and their meanings to those involved (Hartley, 

2004). This approach focuses on the values, behaviours and interactions within a bounded system 

and the researcher describes themes that emerge from detailed data collection from the specific 

case/s (Yin, 2017). This study singles out a specific organisation and its two major events, and a 

case study approach allowed for the researcher to explore individuals involved in depth. This 

approach also allowed for multiple data collection methods, making it an even more appropriate 

choice.  

These approaches all involve using similar data collection methods, including, observations, 

interviews, documents and audio-visual materials. However, differences surround the level of 

emphasis and extent of data collection, and also idiosyncrasies regarding analysis. For example, 

more observations are required in ethnography while grounded theory demands more interviews; 

meanwhile, phenomenology relies solely on interview data while the case study approach typically 

includes multiple forms of data collection (Creswell, 2013). The approach the researcher selects 

should be chosen with the desired research goals in mind and should ultimately be a function of the 

research context and questions (Merriam & Tisdell, 2016). Ultimately, the researcher decided upon 

an in-depth study of a single case, and the rationale for such approach now follows.  

3.3.2 Case Study Research 

Yin (2017) argued that the researcher chooses the case study method to understand a real-

world case from a theoretical perspective and applying various aspects of the theories into the 

particular case study. This qualitative approach, “seeks to identify patterns of behaviour, and 

phenomena within a particular context, and thus seeks depth, rather than breadth, meaning that 

small sample sizes, even to the extent of a sample size of one, are appropriate” (Jones, 2014, p. 

120). The researcher is also required to explore the case through detailed and in-depth data 

collection using multiple sources of information such as interviews, observations, documents and 

reports (Creswell, 2013). The case study method is highly suitable to this research as the 

phenomena being examined covers a specific period and involves a comparatively small number of 

participants. Using the case study method in sport management research gives the researcher the 

opportunity to, “provide a description of the complex environment within sport organisations and an 

understanding of social phenomena and real-life events that occur” (Skinner, et al., 2014, p.118). 

The suitability of the single-case study approach for this research is discussed below.  

3.3.3 Case Selection 

According to Yin (2017), there are five rationales for conducting a single-case study: 

critical, unique, typical, revelatory, and longitudinal. Firstly, the rationale for selecting a critical 
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case is predicated upon the focal case’s potential utility to yield theoretical insight that advances a 

relevant field of literature. The single-case approach in the context of TQ and its major sport events, 

the 2020 ATP Cup and BI, affords great potential for critical extensions to the current literature. 

The interplay of increased professionalisation, stakeholder salience, and the potentially widespread 

ramifications for event leverage outcomes, holds great analytical utility for developing a critical 

understanding of these areas of interest.  

The second rationale – unique – refers to a case that contrasts theoretical norms or ordinary 

occurrences. Given that TQ experienced unprecedented changes to its organisation and existing 

event portfolio, investigating the influence of increased professionalisation on leveraging a sport 

event to build participation within the context of TQ and its major sport events presented a unique 

opportunity. The third rationale – typical – aims to capture the occurrences of regular daily 

situations. Adopting more professionalised systems and processes, as well as managing a complex 

stakeholder environment is representative of sport governing bodies, and the knowledge gained 

through TQ as a case study will undoubtedly be informative about SSOs’ current experiences. 

The fourth rationale – revelatory - refers to the situation whereby the researcher can perform 

observations and analysis on a phenomenon which has not been previously accessible to social 

science enquiry. TQ and the 2020 ATP Cup and BI form a significant case study, as few studies 

have had the opportunity to investigate the combination of professionalisation, stakeholder salience 

and event leverage. The longitudinal nature of the case is the fifth rationale for selecting a single-

case study and involves studying the same single case at two or more different points in time. This 

rationale was not applicable to this case as the research will be conducted over a period of months 

rather than years. Although this rationale is not applicable at this time, there is an opportunity for 

future research to be conducted using the same event as a case study in the future. In sum, TQ and 

the 2020 ATP Cup and BI was an appropriate case for this study and an overview of the case is now 

provided.  

3.3.4 Case Study Overview: TQ and the 2020 ATP Cup and Brisbane International (BI) 

Tennis Queensland (TQ), the SSO for tennis in Queensland, Australia, is one of the member 

associations responsible to TA, the Australian NSO for tennis. TQ exist to promote and facilitate 

participation in tennis from community to high performance levels and work closely with TA, state 

and local governments, TQ-affiliated clubs, venues and centres, and other partners to develop and 

grow the sport. 

 In 2019, TA made a significant financial investment into its member associations, including 

TQ, to enhance the support provided to grassroots stakeholders and deliver greater community 

outcomes for tennis. This investment saw a significant restructure of each state member association 
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(Tennis Australia, 2020). Simultaneously to TA’s national restructure, TQ was experiencing major 

changes to its event portfolio. 

In late 2018, the Association of Tennis Professionals (ATP) announced that an international 

men’s team tournament, the World Team Cup (WTC), held previously in 1975 and from 1978-

2012, would be resurrected and held in partnership with TA. The revamped WTC was re-branded as 

the ATP Cup, with the first edition being held from 3-12 January 2020 across three Australian 

cities: Brisbane, Sydney and Perth. The winners received 750 ATP Tour ranking points and there 

was total player prize money of USD 15 million, the largest prize purse outside of the four grand 

slam tournaments (ATP Tour, 2019). The format of the event involved 24 nations split into six 

groups with eight teams remaining after the round-robin stages in Brisbane and Perth to compete in 

the knockout phase in Sydney until one team remained. 

As a result of this announcement, Queensland’s leading annual international event for over 

decade, the BI would now feature a women’s-only format. The newly-formatted event took place at 

the QTC from January 6-12, 2020, overlapping with the new men’s-only event, the ATP Cup. Both 

the 2020 ATP Cup and BI were part of the Australian Open Series that acted as preparation for 

players for the Australian Open, the first Grand Slam of the year. Total attendance across the two 

Brisbane events was 91,874 with nearly 200 volunteers assisting event operations (Brisbane Tennis, 

2020).     

The discourse of challenges inherent in TQ’s organisational change and how these were 

dealt with by managers is central to this thesis. As TQ considers its event portfolio as a resource 

that can be utilised to showcase tennis and inspire participation (Tennis Queensland, 2020c), this 

case presents an opportunity to examine the influence of increased professionalisation on TQ’s 

capacity building among constituent clubs to leverage the 2020 ATP Cup and BI for participation 

outcomes.  

3.4 Data Collection  

As the use of a single source of evidence is insufficient for case study research (Creswell, 

2013), this research used multiple sources to answer the research questions. Semi-structured 

interviews with 17 individuals from TQ, Stadiums Queensland, and Tourism and Events 

Queensland (TEQ), was the primary data collection source. Secondary data were derived through 

content analysis of organisational documents and websites, as well as media articles.  

3.4.1 Semi-Structured Interviews 

Semi-structured interviews are the most prevalent type of interview used in sport and event 

management research (Skinner et al., 2014), and was the primary method of data collection for this 

study. This form of interviews involves the researcher asking a series of open-ended questions, 
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which allows for more in-depth discussions with interviewees. Also, the researcher’s ability to use 

cues or prompts can encourage the interviewee to delve into questions more deeply if they are 

having difficulties or providing only a brief response (Galletta, 2013).  

Due to the open-ended nature of the questions, interpreting the data can be more complex 

compared to a survey or structured interview that is relatively straightforward. According to Jones 

(2014), the researcher can be subject to “problems of recall, misperception and incorrect 

knowledge” (p.180). However, this disadvantage can be mitigated by utilising probing; that is, 

asking the interviewee to elaborate on particular issues germane to the research questions. Jones 

(2014) stated that two types of probe can be used: classification and elaboration. Classification 

probes refer to the interviewer asking the interviewee to clarify certain points that were not clear or 

may have been misunderstood. Elaboration probes involve the interviewee expanding on or 

explaining a point further to elicit more in-depth information. Both of these types of probing were 

used.  

Participant Selection 

A gatekeeper from TQ introduced the researcher to the necessary people in the organisation 

to organise the interviews. The gatekeeper was the CEO of TQ and General Manager of the ATP 

Cup Brisbane and BI. Through meeting with the gatekeeper, times and dates were set to conduct 

interviews with six TQ employees holding event, marketing, tennis development, strategy, and 

facility management roles. After these initial interviews were conducted, snowball sampling 

determined many subsequent participants - a technique whereby additional research participants are 

gathered through connections or referrals from previous participants (Jones, 2014).  

Potential participants were contacted by phone or email, giving the researcher the 

opportunity to explain the study as well as organise dates and times of interviews if they agreed to 

participate. Soon after, participants were provided with the explanatory statement which explained 

the objectives of the study. The statement was provided prior to the face-to-face interviews and 

emailed prior to the phone interviews. The explanatory statement also acted as a consent form as it 

stated that continued participation shall be taken as informed consent to participate. As indicated in 

Table 3.1, 17 interviews were conducted by the researcher. Interviews were conducted with 15 TQ 

employees and one representative from both Stadiums Queensland and TEQ. The primary 

participants were employees of TQ as the focus of the study was to examine the structural changes, 

stakeholder relationships, and efforts to leverage the ATP Cup and BI for participation outcomes, 

from a managerial perspective. Two interviews were held with two of the identified stakeholders to 

obtain necessary background information.  
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Table 3.1  

Interview participants  

 

 

Organisation and Department 

 

 

Number of Participants 

 

TQ 

 

 

    Executive  3 

    Events 3 

    Marketing 2 

    Tennis Development 5 

    Queensland Tennis Centre 1 

    Strategy 1 

 

SQ 

 

 

   Marketing/Communications 

 

1 

TEQ 

 

 

    Event Specialist 

 

1 

 

Total 

 

17 

 

 

Table 3.1 Interview participants 

 The Interview Process 

The interviews varied in length, lasting from 19 minutes to 1 hour and 5 minutes, with the 

average interview being 35 minutes. An interview guide was prepared which included a set of 

questions centred around the motivations for and changes inherent in TQ caused by the TA-led 

national restructure; the organisation’s stakeholders and their role in TQ’s success; issues or 

problems that arose and how these matters were managed and responded to; as well as strategies 

and tactics to leverage the ATP Cup and BI to attract new participants. For example, what were the 

factors driving TA to restructure its member organisations? Who are the key stakeholders you 

worked with for the event? What initiatives were implemented to leverage the ATP Cup and BI for 

participation outcomes? For the full interview guide, refer to Appendix B. Probing was used to gain 

clarity on responses and encourage the interviewee to provide more information if only a brief 

response was given.  



 54 

Six face-to-face interviews were conducted in late December and early January 2020 during 

the tournaments at the QTC. Due to COVID-19 restrictions enforced by the Queensland State 

Government during the data collection period, the following 11 interviews were conducted over the 

phone as opposed to face-to-face. Restrictions were imposed by the State Government in April 2020 

which specified that individuals were not allowed to leave their place of residence unless for 

essential purposes, non-essential activities must not be taken, and non-essential businesses were to 

be closed, including Bond University and TQ. It was difficult to obtain a prompt response from 

potential participants as the TQ’s head office was closed, employees were required to work from 

home, their working hours were significantly reduced, and some staff were even laid off.  

As a result of these challenges caused by COVID-19, the researcher was only able to resume 

interviews in May when she began to receive cooperation from TQ employees. Restrictions were 

eased by the Government as the interview process progressed through to the end of August, 

however, the researcher adapted to the phone interview process and deemed this to be a more 

effective option. There was an ease of mind for the researcher as there would be no physical contact 

with the interviewees, eliminating any health risks. Many staff were also still working at home or 

based remotely, which made a phone interview the best option.  

Telephone interviews can be more constrained as opposed to doing an interview face-to-face 

as it can be more difficult to develop rapport and trust from the interviewee. Interviews can also be 

shorter in length due to less detailed responses, and it can also be difficult to observe non-verbal 

cues such as body language, and facial expressions when answering questions (Opdenakker, 2006). 

However, the researcher did the upmost to mitigate these perceived issues by calling all participants 

to schedule an interview and explaining the purpose of the study and the types of questions would 

be asked, in order to make the participant feel as comfortable as possible. These efforts assisted in 

developing rapport and trust prior to the phone interview.  

Ultimately, telephone interviews were not shorter in duration, but rather longer than face-to-

face interviews. This can be attributable to the fact that telephone interviews can create a more 

relaxed environment for the researcher and participant (Musselwhite, Cuff, McGregor, & King, 

2007). For example, the researcher referred to the interview guide and took detailed notes without 

disrupting the flow of the interview or making the participant feel uncomfortable, and participants 

may have even been forthcoming with responses due to the enhanced detachment offered by phone. 

Also, as there was no need for travel by the researcher or the participant, economic and human 

resources were used more efficiently as time and costs required for the interview were reduced. In 

several instances, respondents were willing to undertake follow up interviews should further 

information be required. Follow-up interviews were made with two respondents.  
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With permission from each interviewee and following research ethics protocols, the 

interviews were digitally recorded using an iPhone voice recording application and were erased 

after transcription. To keep anonymity and responses confidential, each interviewee was identified 

by a respondent number. The researcher also allowed time to listen to each interview once 

completed to ensure the conversations addressed the research questions and noted down new or 

important topics to ask in subsequent interviews.  

3.4.2 Content Analysis 

Content analysis is the systematic examination of texts, visuals, and media to search and 

analyse patterned regularities in the content so that the researcher can make inferences based on the 

observed regularities (Saldaña, 2011). The collection of data through content analysis was an 

ongoing process that firstly involved conducting pre-event analysis of TQ organisational documents 

(e.g., TQ annual and strategic reports), as well analysis of local, national, and international media 

websites (e.g., Fox Sports, Sydney Morning Herald, The Guardian, Tennis World USA, Sporting 

News, Yahoo! Sport AU, ABC News). These data were valuable in developing an understanding of 

the research context. Once key stakeholders were identified through the interview process, 

organisational websites (e.g., TQ, TA, ATP, WTA) and organisational documents (e.g., Stadium 

Taskforce report and Activate! Queensland report) were analysed to enable the researcher to 

become familiar with the stakeholder relationships under examination and also served as supporting 

documentation for particular organisation-stakeholder issues discussed by participants. Table 3.2 

outlines the content materials obtained and the purpose of each of the materials. Media websites 

were also monitored pre-, during and post-event for content that related to the preparation, 

coordination and promotion of the events, related stakeholder and organisational structure issues, as 

well as strategies to leverage the events for sport participation. The organisational documents and 

links to media website articles were stored in a document and the full articles were uploaded into 

NVivo for analysis along with the interview transcripts, which will be discussed in section 3.5.  
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Table 3.2  

Content analysis 

Content Types Focus of Information Obtained 

 

 

Organisational Documents (20 documents) 

• E.g., TQ and TA Annual Reports 

• TQ Strategic Plan 2017-20 Review 

• Queensland State Government Stadium 

Taskforce Report 

• Queensland State Government Activate! 

Queensland Action Plan 

• Queensland Parliament Transport and 

Public Works Committee Inquiry to the 

QTC 

• ATP and WTA Media Guides 

• Grand Slam Board Rule Book 

 

 

 

• Participation figures 

• Financial information (e.g., revenue figures, 

key revenue sources) 

• Details of previous grassroots engagement 

initiatives at the BI 

• Details of the 2019 TA-led restructure of 

member associations 

• Organisational objectives/success indicators 

• Details of the lease agreement between TQ and 

Stadiums Queensland 

• Details of the Activate! strategy in which TQ 

are a partner  

• Rules and procedures TQ must adhere to as the 

tenant of the QTC 

• Governance elements 

 

 

Media Sources (30 websites) 

• E.g., The Australian, Sydney Morning 

Herald, The Guardian, Fox Sports, 

Herald Sun, ABC News, The Sporting 

News, Nine’s Wide World of Sports, 

Seven News, Sporting News Australia, 

Tennis World 

 

 

• The impact of the ATP Cup on the lead-in 

tournaments to the Australian Open 

• ATP Cup and BI information (e.g., format of 

the events, draws, results, attendance figures) 

• Player and public opinions of the ATP Cup and 

BI 

• Changes to the ATP and WTA Tours and 

player criticisms of their governance structures 

• Details of the south-east Queensland 2032 

Olympics bid 

• Details of potential WTA Cup 

 

 

Organisational Websites (15 websites) 

• E.g., TQ, TA, ATP, WTA, ITF 

 

 

 

 

 

• Organisational history 

• Organisational structure 

• Roles and responsibilities 

• Details of activations implemented at the 

2020 ATP Cup and BI and in previous 

years 

• Details of national tennis programs 

 

Table 3.2 Content analysis 
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3.5 Data Analysis 

  At the completion of the data collection process, the interviews were transcribed verbatim. 

Using qualitative data analysis software that is appropriate for the data and the researcher, can 

increase the rigour and flexibility of the research (Sotiriadou, Brouwers, & Le, 2014). Thus, the 

transcripts and website articles were then uploaded into NVivo for analysis and served to assist in 

the management of the coding process which included both deductive and inductive coding. 

Organisational documents were not uploaded into NVivo due to the size of the documents. A 

deductive or a priori approach requires the researcher to develop an initial set of codes prior to data 

collection. Deductive codes are based on “the conceptual framework, list of research questions, 

hypotheses, problem areas, and/or key variables that the researcher brings to the study” (Miles, 

Huberman, & Saldaña, 2014, p. 81). While reading the transcripts, along with organisational 

documents and media articles discovered during content analysis, excerpts of the data were assigned 

into the codes.  

Deductive codes included the basic tenets of organisational structure noted by Slack and 

Parent (2006) (complexity, formalisation, centralisation), stakeholder attributes identified by 

Mitchell et al. (1997) (power, legitimacy, urgency), as well as control methods recognised by 

Harrison and St. John (2014) (feedback, concurrent, feedforward). These codes were selected based 

on the research questions. For instance, in order to answer the second sub-question, how does the 

employment of sport development professionals in an SSO impact the perceived salience of event 

stakeholders?  the researcher must identify TQ’s key event stakeholders and determine their relative 

salience. Hence, the selection of power, legitimacy, and urgency as deductive codes. Likewise, for 

sub-question three, how does stakeholder salience change when an SSO seeks to leverage a sport 

event for participation outcomes? the researcher had to understand the success or otherwise of event 

leveraging initiatives, which was guided by strategic control mechanisms. When data did not fit into 

the deductive codes, they were categorised into a code named “Other” and later re-analysed for 

relevance during the inductive coding process. 

Although the framework served as a structural guide for the analysis, the researcher 

remained receptive to emerging themes. As Glaser and Strauss’ (1967) contented,  

… merely selecting data for a category that has been established by another theory tends to 

hinder the generation of new categories, because the major effort is not generation, but data 

selection. Also, emergent categories usually prove to be the most relevant and the best fitted 

to the data (p.37).  

Therefore, following deductive coding, the pieces of text within each deductive code were re-

examined to uncover further codes that emerged progressively through the data analysis. This 
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process of identifying codes that were not pre-established is referred to as inductive coding (Miles 

et al., 2014). These codes included, for instance, a lack of strategic control and dependence on 

major tennis events for revenue. The researcher continued to analyse the data until she found no 

new information that might be used to create a new code or be added to one of the existing codes. 

The deductive and inductive codes then guided the structure of the Chapters Four, Five and Six 

which discusses the findings of this study.   

 

3.6 Validity and Reliability 

According to Creswell (2013), validity in qualitative research refers to the findings of the 

research being thoroughly checked for accuracy through the researcher using multiple strategies to 

enhance their ability to make the findings as precise as possible. Atkinson (2012) discusses how 

assessing reliability in qualitative research surrounds concerns regarding the soundness of the 

theoretical interpretation, the suitability of the research question to the methods employed, and the 

reasonableness of the results given the research context. To address concerns of validity and 

reliability, the researcher can give careful attention to how the data “are collected, analysed, and 

interpreted, and the way in which the findings are presented” (Merriam & Tisdell, 2016, p. 238). A 

discussion of three tactics to promote validity and reliability, as well how the researcher 

implemented the strategies now follows.  

3.6.1 Triangulation 

Patton (2014) explained that, “triangulation, in whatever form, increases credibility and 

quality by countering the concern (or accusation) that a study’s findings are simply an artifact of a 

single method, a single source, or a single investigator’s blinders” (p. 674, parentheses in original). 

Denzin (1978) proposed four types of triangulation that can be applied to enhance the validity and 

reliability of research. First, data triangulation entails using multiple sources of data that vary in 

people, time, and space. In this study, interviews were conducted at different times, with some 

taking place within the event precinct at the ATP Cup and BI and most taking place over the phone 

from various locations. The participants’ roles all differed, allowing for a variety of perspectives to 

be expressed. Second, Denzin proposed investigator triangulation, which involved multiple 

investigators collecting and analysing the data. The researcher’s supervisors were involved 

throughout the data collection and analysis process, for instance, being present in initial meetings 

with the gatekeeper from TQ, assisting in contacting potential participants, preparing the interview 

guide, as well as interpreting meaning from the data.  

Third, methodological triangulation requires the researcher to us multiple data collection 

methods. The researcher utilised two data collection methods: semi-structured interviews and 
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content analysis. Last, theory triangulation for applying different theories to help interpret and 

explain the data. Multiple theories were used by the researcher when interpreting the data including 

organisation theory and stakeholder theory, as well as concepts including event leverage and sport 

governance.  

3.6.2 Adequate Engagement in Data Collection and Peer Examination 

A second technique to promote validity is to ensure adequate engagement in data collection, 

which requires the researcher to allocate ample time during this stage to ensure data saturation is 

reached (Merriam & Tisdell, 2016). As the researcher progressed through the interviews, she began 

to hear the same responses. Therefore, as no new information was expected to surface that would 

impact the findings of the study, the researcher determined she had spent adequate time collecting 

data and had reached data saturation. Throughout all stages of the study, the researcher engaged 

with her qualified and experienced supervisors, enhancing the credibility and validity of the work. 

Peer examination refers to the process of an individual with knowledge and expertise in the field 

checking the researcher’s work (Merriam & Tisdell, 2016). The final section of this chapter 

addresses the ethical considerations of this study.  

 

3.7 Ethical Considerations 

The Bond University Human Research Ethics Committee (ES03376) granted ethics approval 

for the researcher to conduct this study. As mentioned previously, all participants were provided the 

explanatory statement prior to their interview which stated that continued participation shall be 

taken as informed consent to participate. For the telephone interview participants, the statement was 

emailed prior the commencement of the interview. The explanatory statement can be found in 

Appendix A. Interview recordings were only listened to by the researcher and discarded once 

transcribed. To maintain anonymity, each participant was assigned a respondent number, and the 

information they provided, as well as their position within their organisation, was shared only 

among the researcher and her supervisors. The interview transcripts were digitally stored on the 

researcher’s Bond University one drive account for accessibility purposes. The digital backup of all 

research data, including the transcripts, will be transferred to Bond University’s designated research 

data storage location according to Bond University’s IT protocol. The security and disposal of data 

in this storage location will become solely the responsibility of the university for the minimum 

retention period of at least 5 years.  
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3.8 Chapter Summary 

The methods for collecting and analysing the data required to answer the research questions 

were presented in this chapter. A single-case study approach was adopted, and data was gathered 

through 17 semi-structured interviews, 15 of which were conducted with TQ employees and two 

with stakeholders, and content analysis. A deductive and inductive coding scheme was used to 

analyse the data with the assistance of NVivo. Issues surrounding validity and reliability were 

addressed through strategies including triangulation, engagement in data collection, and peer 

examination. The chapter concluded with a discussion around the ethical considerations of this 

study, and how they were addressed during data collection and analysis. The following chapter, 

Chapter Four, will present the findings and discussion for the first sub-question of this study. 

Chapters Five and Six will subsequently address the remaining two sub-questions.  
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Chapter Four: Increased Organisational Complexity and Focus on Revenue Generation 

4.1 Chapter Overview 

 The purpose of this chapter is two-fold. First, the achievement of this study’s overall 

research aim requires an appreciation of the unique and quite complex nature of the structure and 

governance of tennis globally. The second, and more specific purpose, is to gain a deeper 

understanding of the implications of TQ’s increasingly complex organisational structure - a result of 

TA’s pressures to professionalise its state organisations - and its heavy resource dependence on 

major tennis events. This understanding ultimately enabled the researcher to address the first 

research question: How does the professionalisation of an NSO impact an SSO? In other words, 

how did TA’s decision to professionalise its SSOs specifically impact TQ? The chapter begins with 

findings of the content analysis, presenting an overview of the key international governance bodies 

in tennis, as well as their primary functions and governance structures. TA’s key responsibilities 

and the pressures to professionalise its state associations are then discussed. The sections that 

follow explore the impact of TA’s structural responses on TQ specifically, with a focus on what 

Slack and Parent (2006) suggested are the three basic tenets of organisational structure – 

complexity, formalisation, and centralisation. The chapter concludes by analysing the impact of 

these changes on TQ’s revenue generation.  

 

4.2 Governance of Global Tennis 

All NSOs are affiliated with an ISF (Shilbury et al., 2020). Findings from content analysis 

revealed that in the case of tennis, the ISF does not carry sole responsibility for global 

administration of the sport. Rather, tennis is governed at the international level by multiple bodies 

with varying roles and responsibilities, resulting in a highly complex governance structure that 

NSOs must navigate. Thus, in order to understand the structural complexities inherent in TQ as a 

result of TA’s pressures to professionalise its SSOs, the role and structure of the three key 

international governing bodies for tennis, namely the WTA, ATP, and the ITF, must be briefly 

discussed.   

4.2.1 Women’s Tennis Association (WTA) and Association of Tennis Professionals (ATP) 

The WTA and ATP are the governing bodies for the worldwide circuits of women’s and 

men’s professional tennis: the WTA Tour and ATP Tour. Both entities are responsible for 

contracting with professional tennis players and tournament organisers to deliver global tennis 

events, as well as managing various aspects of their respective tours, including tournament selection 

and scheduling, and the determination of ranking points for players (Gibson, 2010). 
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Significant changes have occurred in the overall structure of both circuits since their 

respective inceptions in 1990 (ATP Tour) and 1995 (WTA Tour). These include shortening the 

season to provide more breaks for top players, increased prize money, and increased investment in 

infrastructure and facility upgrades to decrease player withdrawals and increase player commitment 

(Harman, 2013; Sorrentini & Pianese, 2011). As of 2021, the WTA and ATP tours consist of 58 and 

68 tournaments, respectively, that are classified into one of three categories based on the number of 

ranking points available (i.e., WTA 1000, WTA 500, WTA 250 and ATP Tour Masters 1000, ATP 

Tour 500, ATP Tour 250). 

The WTA and ATP are both structured as a partnership between players and tournament 

directors, which according to the ATP (2021), allows both sets of stakeholders an equal voice in 

how the tournaments are run. Both organisations’ governance structures include a player and 

tournament council whose members represent the interests of players from various ranking groups 

and tournament locations. These councils then elect representatives for the board of directors that is 

overseen by a chairperson, and for the WTA, also a representative from the ITF.  

The WTA and ATP maintain that players are fairly represented within their current 

governance structures (Patil, 2020). On the other hand, players have argued that, given the corporate 

interests of tournament organisers conflicting with those of the players (e.g. fair distribution of prize 

money, revenue sharing, improved health and safety measures), disputes are a common occurrence 

and decisions are not made for the betterment of players (Patil, 2020; Yaffe-Bellany, 2021). 

Frustrated with their lack of representation in decision-making within the ATP, World No. 1 ranked 

(at the time of writing) men’s singles player, Novak Djokovic, and professional Canadian player 

Vasek Pospisil, resigned from the ATP Player Council and co-founded the Professional Tennis 

Players Association (PTPA) in 2020 (Chambers, 2020). The PTPA aims to be an independent body 

that works collaboratively with tennis governing bodies to ensure the interests of the top 500 singles 

and 200 doubles players of the WTA and ATP tours are fairly represented (PTPA, 2021). Notably 

different to these entities is the ITF, the governing body for world tennis. 

4.2.2 International Tennis Federation (ITF)  

Formed in 1913, the ITF is responsible for the establishment, amendment, and enforcement 

of the rules of tennis, duties and procedures for officials, the promotion of tennis worldwide, and 

the management of several ITF-sanctioned tours and tournaments (International Tennis Federation, 

2021a). As of 2020, the ITF is affiliated with 210 NSOs which are divided into six regional 

associations. Of the 210 NSOs, 148 have voting rights for the election of the president and board of 

directors (Tennis Majors, 2020). The ITF’s governance structure includes an 18-member board of 



 63 

directors, as well as seven regional associations made up of national associations which range from 

10 to 52 members (International Tennis Federation, 2021b; Tennis Majors, 2020). 

For some sports, an ISF’s major event/s are not always as prestigious and highly regarded as 

other international circuits or single events (Clausen & Bayle, 2017). Tennis presents an interesting 

case in point as the sport’s major events are constituted by a combination of private professional 

circuits (ATP and WTA tours) and the four Grand Slam tournaments (Australian Open, Roland-

Garros, Wimbledon, U.S. Open), all of which are organised outside the ITF’s full control. Instead, 

the ITF governs wheelchair and beach tennis, junior and senior tennis, and the introductory 

professional circuits for male and female players between the junior and elite levels. The ITF also 

regulates three international men’s, women’s, and mixed-team tournaments: the Davis Cup, Billie 

Jean King Cup (formerly Federation Cup), and the Hopman Cup. Additionally, on behalf of the 

International Olympic Committee, the ITF manages the summer Olympic and Paralympic Games 

tennis events in collaboration with the individual Games’ organising committee (International 

Tennis Federation, 2021a).  

Although the overall organisation and operation of all Grand Slams is the responsibility of 

the host country NSO (i.e., Tennis Australia [TA], French Tennis Federation, United States Tennis 

Association) or private club (All England Lawn Tennis Club) for each host country, the ITF plays a 

role in the coordination and management of the Grand Slam tournaments due to the ITF’s president 

being a member of the Grand Slam Board (GSB) (International Tennis Federation, 2021a). The 

GSB is composed of the Chairs and Executives of the four Grand Slam tournaments and the ITF 

President, who is responsible for “Grand Slam rules, regulations and code of conduct, officiating, 

tournament calendars and all contractual relationships with governing bodies and third parties” 

(Grand Slam Board, 2020, p. 1). The international governance of tennis is highly complex in 

considering the roles, responsibilities, and structures of the three primary actors involved: the WTA, 

ATP, and ITF. Similarly, in Australia, multiple organisations are also involved in the governance of 

tennis. The following section focuses on the role and external pressures acting upon TA, Australia’s 

NSO for tennis.  
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4.3 Tennis Australia (TA)  

As discussed in Chapter Two, non-profit organisations, rather than private commercial and 

government agencies, dominate the sporting system in Australia (Shilbury et al., 2020). Most non-

profit organisations in the Australian sports system are governed by multiple legally separate 

entities at the national, state, and local levels - a direct reflection of the federated model of 

governance that has historically dominated Australian sport. This federated, or delegate model of 

sport governance features directors from community-level sport clubs elected to regional and/or 

SSOs that themselves then elect directors to their NSO at the top of the structure (Sotiriadou, 2009). 

Shilbury et al. (2020) observed that for many NSOs, the overall management and development of a 

particular sport is not its sole responsibility; rather, governance functions may be divided, as is the 

case for TA.  

4.3.1 Key Responsibilities, Governance Elements, and Relationships with SSOs 

Based in Melbourne Park, Victoria, TA’s responsibilities are two-fold: (1) to promote, 

manage, and develop tennis and participation nationally; and, (2) to manage and operate the 

summer professional tennis circuit (four ATP/WTA tournaments and the Australian Open Grand 

Slam). A board of directors guides TA’s strategic plans and performance against these 

responsibilities (Tennis Australia, 2020). The nine-member board is supported by an executive 

team, led by the Chief Executive Officer, as well as a number of committees that oversee the 

organisation’s various risk, culture, investments, and governance matters (see Figure 4.1). 
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Figure 4.1  

TA governance structure  

Figure 4.1 TA governance structure 

Note. Adapted from “Annual Report 2019-2020” by Tennis Australia, 2020, 

(https://www.tennis.com.au/wp-content/uploads/2020/12/MI-20-115-Tennis-Australia-Annual-

Report-2019-2020_SML.pdf). Copyright 2020 by Tennis Australia. Adapted with permission. 

 

According to Parent et al. (2018), non-profit sport organisations continue to face pressures 

for increasing professionalisation. Traditionally, a common way sport organisations have 

strategically responded to these types of pressures has been to enact structural changes, as 

evidenced by the body of work by Slack and colleagues (e.g., Kikulis et al., 1992; Slack & Hinings, 

1992, 1994; Thibault et al., 1991). TA is no exception; as the number of paid employees has grown, 

the organisation has become increasingly professionalised, and structural changes borne out of the 

increased number of specialist roles have occurred as a result.  

https://www.tennis.com.au/wp-content/uploads/2020/12/MI-20-115-Tennis-Australia-Annual-Report-2019-2020_SML.pdf
https://www.tennis.com.au/wp-content/uploads/2020/12/MI-20-115-Tennis-Australia-Annual-Report-2019-2020_SML.pdf
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NSOs such as TA manage a complex array of inter-organisational relationships, and the 

structural changes impact its SSOs, one of TA’s most critical set of relationships. These state bodies 

work with affiliated grassroots sport organisations to deliver national programmes developed by the 

NSO (Hoye & Cuskelly, 2007). TA assists its SSOs in various ways, including provision of funding 

support for national tennis participation programmes, administrative services, and professional 

development opportunities (Tennis Australia, 2020). Figure 4.2 illustrates the eight SSOs of TA, 

also referred to as its member associations, which include six state and two territory associations. 

TQ, the organisation for this case study, is highlighted in the figure below.  

 

Figure 4.2 

TA member associations  

 

Figure 4.2 TA member associations 

 

 At the time of research, TA was approaching the completion of a significant national 

restructure in which major structural changes were implemented within all of its member 

associations in response to pressures for professionalisation. The TA-led restructure inherently had 

significant impacts on the organisational structure of TQ. That being said, it is important to first 

understand the basic elements of TQ’s governance structure. 
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4.4 Tennis Queensland’s (TQ) Governance Structure  

TQ is the state of Queensland’s governing body for tennis. Its primary function is to 

promote and facilitate tennis participation from community to high performance levels and work 

closely with TA, state and local governments, TQ-affiliated clubs, venues, and centres, and other 

partners to develop and grow the sport in Queensland. Specifically, TQ’s governance 

responsibilities cover approximately 50,000 registered club members and 250 affiliated clubs, 

venues, and associations across Queensland (Tennis Queensland, 2019b).  

The governance structure of TQ is comprised of five elements: regional assemblies (RAs), 

company members, the board, the CEO, and seven sub-committees. TQ has divided Queensland 

into seven regions for its business activities, each of which is governed by a RA. RAs are made up 

of 2-4 regional members who are elected or appointed by TQ-affiliates on an annual basis and have 

the right to attend, speak, and vote at TQ general meetings. Along with the president and honorary 

life members, regional members are one of the three types of members of TQ. These members are 

responsible for electing individuals to the board, which is composed of a maximum of nine directors 

who serve three-year terms. The president and five directors are elected, with the board reserving 

the right to appoint up to three directors. The board employs a CEO, who reports directly to the 

board. To assist the board in carrying out its governance functions, TQ operates a system of seven 

sub-committees tasked to review specific organisational issues. These issues include audit and risk, 

matchplay (youth tennis matches), general governance, female representation and engagement in 

tennis, people and culture, disciplinary matters, and appeals. Figure 4.3 illustrates the structural 

elements outlined above.  
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Figure 4.3  

TQ governance structure elements 

 

Figure 4.3 TQ governance structure elements 

Note. Adapted from “Tennis Queensland Annual Report 2019-2020” by Tennis Queensland, 2020c, 

(https://www.tennis.com.au/qld/files/2020/11/Tennis-Queensland-Annual-Report-2020.pdf). 

Copyright 2020 by Tennis Queensland. Adapted with permission.  

 

As of 2020, approximately 50 paid staff were employed to manage the day-to-day activities 

of TQ (Tennis Queensland, 2020d). As seen in Figure 4.4, one of these employees is the CEO who 

oversees the management and operations of TQ’s eight departments, organised by function, in 

which the remaining staff perform their duties.  

 

  

https://www.tennis.com.au/qld/files/2020/11/Tennis-Queensland-Annual-Report-2020.pdf
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Figure 4.4  

TQ departments  

 

Note. Adapted from “Tennis Queensland Organisational Chart” by Tennis Queensland, 2020d. 

Copyright 2020 by Tennis Queensland. Adapted with permission.  

Figure 4.4 TQ departments 

In sum, the structural elements outlined above provide the necessary background for exploring and 

analysing TQ’s restructure, a subject to which we now turn. 

4.5 TQ 2019 Restructure and Increased Organisational Complexity and Formalisation 

The degree to which organisational activities are separated into subunits and assigned to 

specialists determines the complexity of an organisation (Amis & Slack, 2010). In other words, 

complexity represents the extent to which an organisation is differentiated. Differentiation can 

manifest in organisations in three ways: horizontal (specialisation and/or departmentalisation), 

vertical (number of levels), and spatial (geographical separation) differentiation (Slack & Parent, 

2006). Challenges presented by increased complexity are combatted through the formalisation of 

operations, that is, the extent to which procedures, policies, rules, and communications are 

documented (Pugh et al., 1968). 

The structural changes within TQ induced by TA’s national restructure in 2019 included a 

significant investment in hiring professionals to enhance the delivery of tennis in its regions. As 

each tennis SSO, including TQ, was obligated to implement the suggested structural changes to 

continue to receive funding and support from TA, increased organisational complexity and 

formalisation resulted in TQ. Along with the addition of new professionals in TQ, as enforced by 

TA, major adjustments were made to formalise the involvement of selected TQ employees in 

assisting TA in fulfilling its responsibilities as the ATP Cup and BI event organiser. A discussion of 

these two components of the restructure and their impact of TQ’s governance now follows. 
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4.5.1 Hiring Professionals and Specialisation of Grassroots Roles 

Specialisation within an organisation occurs in two ways: (1) hiring people based on their 

education and training (social specialisation); and, (2) dividing the organisation’s work into simple 

and repetitive tasks (functional or task specialisation) (Slack & Parent, 2006). Prior to the 

restructure, TQ’s club development staff were situated in their own department. The department 

exhibited low specialisation as the work was not separated into narrow routine tasks and a limited 

number of professionals were employed. As seen in Figure 4.5, the Head of Participation oversaw 

Participation Leaders who each managed a region. These Participation Leaders were responsible for 

handling all matters relating to volunteers, coaches, players, and other stakeholders of TQ-affiliates 

in their respective regions.  

 

Figure 4.5 

TQ tennis development team pre-restructure 

 

Figure 4.5 TQ tennis development team pre-restructure 

Note. Adapted from “Tennis Queensland Annual Report 2018-2019” by Tennis Queensland, 2019, 

(https://www.tennis.com.au/qld/files/2021/05/Annual-Report-2018-19-FINAL_compressed.pdf). 

Copyright 2019 by Tennis Queensland. Adapted with permission.  

 

Respondents advised that Participation Leaders “basically did everything on the ground and 

were experts in every field” (Respondent 12) as there was no dedicated team to assist them. 

Consequently, by being the “go-to” people for grassroots stakeholders, these employees had very 

little time to focus on the business end of the sport, such as strategic planning, as was noted by 

Respondent 12, “When you’re running things on the ground, you don’t get much time to do that 

https://www.tennis.com.au/qld/files/2021/05/Annual-Report-2018-19-FINAL_compressed.pdf
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[strategic] planning for the region. You don’t really get as much time to sit down and plan what the 

strategy may look like for the next few years.”  

According to Ruoranen et al. (2016), NSOs are progressively favouring employees who 

have certain education, skills, and knowledge, “instead of just choosing anybody, positions are 

increasingly occupied by specialised ‘experts’” (p.63). Thus, when TA recognised the lack of 

strategic management in the regions as a national problem, they sought to strengthen the strategic 

capability of its SSOs by hiring professionals, specifically, persons with commercial experience. 

Respondent 10, a TQ Executive, explained, “There was a big push to hire people that had great 

business sense and experience and to get them out into our regions. We’ve always been a ‘tennis 

people’ organisation, and TA is figuring out how to balance that tennis and business knowledge.” 

As such, in 2019, TA invested AUD 4.1 million in hiring professionally trained and experienced 

staff to serve in managerial roles in the 23 identified regions across Australia (Tennis Australia, 

2020). TQ, in particular, comprised seven of these regions (see Figure 4.3) and received a share of 

this funding to employ approximately four new professionals to fulfil the role of Regional Tennis 

Managers - a new role created by TA for its SSOs’ tennis development departments 

As more professionals enter an organisation, the degree of specialisation increases (Slack & 

Hinings, 1992). In this case, the structural changes led by TA (employing professional employees) 

resulted in the specialisation of roles within the tennis development department of TQ. As seen in 

Figure 4.6, hiring specialists based on skills and training for the role of Regional Tennis Managers 

was only one component of increased specialisation in TQ; new roles were also created within the 

department to divide the work into narrower tasks.  
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Figure 4.6  

TQ Tennis Development team post restructure  

 

Figure 4.6 TQ tennis development team post restructure 

Note. Adapted from “Tennis Queensland Organisational Chart” by Tennis Queensland, 2020d. 

Copyright 2020 by Tennis Queensland. Adapted with permission. 

 

As described earlier, the responsibilities of a Participation Leader were incredibly 

multifaceted, resulting in time wasted from switching between tasks and inefficient use of 

individual skills. Therefore, it made sense that, in addition to hiring Regional Tennis Managers, TA 

dissolved the role of Participation Leader and replaced it with more specialised roles of Club 

Development Officers (see Figure 4.6). It is also worth noting that Schools Development staff, who 

were separated from Participation Leaders pre-restructure (Tennis Queensland, 2019), were also 

assigned under regional managers. Therefore, it was anticipated that the new professional-led 

structure depicted in Figure 4.6 would lead to greater grassroots development outcomes.  
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The division of tasks and responsibilities at the grassroots level made the increasing 

complexity of TQ development employees’ work more manageable, as noted by Respondent 12: 

With the restructure, it’s [individual workload demands] better because we’ve got a 

dedicated team to help with everything … I feel like this restructure has given a little bit 

more clarity and time to focus on looking at the bigger picture rather than just working on 

day-to-day operations.  

Respondent 13, part of TQ Tennis Development, also stated, “It makes perfect sense to me that 

we’ve got groups of 3-4 for each region. In the past, lots of people from all over the state were 

reporting to 2-3 people ... we’re all working pretty well together.” With direct supervision 

increasing through the introduction of Regional Tennis Managers, the structure of the department 

became taller. As a result, the span of control, that is, the number of employees one manager 

directly monitors, decreased (Slack & Parent, 2006). The new managers, as shown in Figure 4.6, 

now report to the Head of Tennis Development and are responsible for managing 1-2 regions each 

and their respective Club Development Officers and School Development Coordinators. The 

addition of another layer of management within a department increases an organisation’s level of 

vertical differentiation and, subsequently, its complexity (Parent & O’Brien, 2018). 

TA’s investment into enhancing TQ’s human services “on the ground” was designed to 

increase prioritisation to TQ’s grassroots stakeholders and thus, produce greater community 

outcomes for tennis (Tennis Australia, 2020). As Respondent 10, stated: 

We’ve got a broad spectrum of people now. We have tennis people – people who have been 

in tennis for a long time, like me, to people who are very new to tennis but have a lot of 

experience in big, impressive organisations ... I definitely think it was a good move and it’s 

so good to get people who have that knowledge and fresh perspective into the organisation.  

However, scholars have noted that as the number of specialists enter into an organisation and the 

number of hierarchal levels increase, so too does the likelihood for difficulties with the coordination 

of organisational activities (Amis & Slack, 1996).  

As the newly appointed Regional Tennis Managers brought “fresh” skills and knowledge to 

the department, such as stakeholder relations and sales management, they had different working 

methods and ways of thinking than other TQ employees who had operated the department 

previously. Thus, although employees showed commitment to increased professional staff, there 

was, nevertheless, some tension from adjusting to the changes. Employees in the department saw 

the control of decision-making being shifted to the new managers who, though highly credentialed 

on business skills and acumen, had limited tennis knowledge. This emerging disconnect resulted in 
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difficulties in the coordination of work activities. Respondent 11, part of TQ Tennis Development, 

explained: 

The restructure on paper definitely has legs and it has all these different roles and creates the 

opportunity to do some cool things. The execution of it has personally caused some more 

frustration than positive feelings … There were so many different things to adjust to. I’ve 

never been managed before. So, adjusting to someone else doing the stuff I used to, 

adjusting to new communication lines. There’s always going to be gaps in understanding. 

I’ve been here for not even that long, 20 months, but I’ve built that [tennis] knowledge and 

seeing managers now making the decisions who don’t have that knowledge yet, it’s tough. 

That’s what I’ve struggled with as well, getting a manager up to pace.  

The differences between newly hired professionals and incumbent employees in terms of their 

training and backgrounds evidently made interactions among these people and the organisation 

itself more complex, as has been found by previous scholars in periods of sport organisation 

professionalisation (e.g., Amis & Slack, 1996; O’Brien & Slack, 1999, 2003, 2004; Slack & 

Hinings, 1992).   

To address the challenges posed by increasing complexity, managers often formalise certain 

organisational operations, thus making for a positive correlation between increasing complexity and 

formalisation (Pugh et al., 1968). Although the addition of professionally trained employees in an 

organisation is generally associated with less formalisation as they are afforded the freedom to 

exercise discretion about how their work is carried out (Slack & Parent, 2006), formalisation can 

increase following the introduction of professionals, as was found by Thibault et al. (1991). As the 

authors pointed out, when professionals enter an organisation, there may be a lack of clarity in their 

roles if the organisation did not exhibit high levels of formalisation beforehand. Thus, the 

professionals may seek to clarify their work through methods of formalisation which others in the 

organisation must adjust to.  

As illustrated in this study, since levels of formalisation were not particularly high in the 

Tennis Development department prior to the restructure, it appeared that professionals developed 

their own procedures as to how they approached their work. For instance, Respondent 7, part of TQ 

Tennis Development, explained how they had to adjust previous procedures because it was 

necessary to help achieve organisational goals,  

You’re always going to have people who go ‘this is what TQ used to do’ or ‘the person who 

used to look after this used to do it like this’ … I started to draw a line in the sand and be 

very clear with clubs and regional assemblies about who I was and how I was going to help 

them in my role. 



 75 

On the other hand, an increase in formalisation also occurred due to the integration of new 

positions and reporting relationships within the Tennis Development department. Formalised 

procedures, such as job descriptions, rules, policies and procedures, were required in order to 

structure the activities and regulate employee behaviour. Additionally, new employees were 

provided training in the form of a compulsory online training program that consisted of a mix of 

videos and quizzes. Training activities, a method of formalisation, are implemented to firmly 

establish to employees the organisation’s norms and expected behaviour patterns (Slack & Parent, 

2006). Respondent 2, a TQ Executive, described the organisation’s emphasis on training activities,  

For TQ, it's a high priority to put our staff into leadership courses or courses in specialist 

areas that relate to their particular role. There’s also a very structured internal learning 

program and module for trainings that we have to do on an annual basis. Then, obviously, 

there’s a lot of on-the-job learning. 

Respondent 7 offered some examples of what information the modules provided, “There’s 

everything from workplace safety to things around bullying and reporting issues around things like 

that. There’s a number of modules. A lot of it forms induction but, from my understanding, I think 

it is each year as well.” Another element of the restructure that will now be discussed is the increase 

in TQ’s organisational complexity stemming from the formation of the Brisbane Tennis Team.   

4.5.2 Adjustments to the Brisbane Tennis Team 

As previously mentioned, TA is responsible for the planning and operations of the 

Australian Open as well as the Australian-based lead-in ATP and WTA tournaments. Prior to the 

restructure, TA had a “BI” department comprised of full-time TA employees who worked closely 

with TQ to help plan and execute the tournament each year (see Figure 4.7) 

  



 76 

Figure 4.7 

TA BI team 

 

Figure 4.7 TA BI team 

Note. Adapted from “Tennis Queensland Annual Report 2018-2019” by Tennis Queensland, 2019, 

(https://www.tennis.com.au/qld/files/2021/05/Annual-Report-2018-19-FINAL_compressed.pdf). 

Copyright 2019 by Tennis Queensland. Adapted with permission.  

 

However, respondents described TA’s heavy reliance on several TQ employees to manage specific 

event elements for the BI. Respondent 17, a TQ Executive, explained, “There was a tendency every 

year for TA to lean on TQ staff to deliver this event [BI] on a TQ salary which we were kind of 

okay with for professional development reasons, up to a point.” A key factor for TA’s reliance on 

particular TQ employees was their specific skillsets in and knowledge of running tennis events at 

the QTC in Brisbane. Essentially, TQ employees were specialists in fields deemed valuable to TA 

in order for the BI to be a successful event, such as marketing and communications. However, TA 

did not compensate the TQ employees involved.  

The TQ employees sought to reach a mutually beneficial agreement with TA that would 

formalise their involvement in the organisation of the tournaments, as noted by Respondent 17, “We 

had experienced staff in key roles that need to be remunerated for that work, and we negotiated with 

Melbourne [that is, TA] to address that” (parentheses added). Following these negotiations, an 

eleven-member team, the Brisbane Tennis Team, was formed, with eight of the members to serve in 

a TQ and TA dual role. To put it simply, TA hired the TQ employees according to their specific 

skills and training, a form of social specialisation (Parent & O’Brien, 2018). The department was 

renamed from “BI” to “Brisbane Tennis Team” to cover both the BI and ATP Cup as the employees 

https://www.tennis.com.au/qld/files/2021/05/Annual-Report-2018-19-FINAL_compressed.pdf
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would be involved in organising both events. The new structure and roles within this TA/TQ team 

is presented in Figure 4.8, with TQ employees who also perform a TA role for the ATP Cup and BI 

shaded in blue, and full-time TA event staff shaded in green.  

 

Figure 4.8 

TA/TQ Brisbane Tennis team 

 

Figure 4.8 TA/TQ Brisbane Tennis team 

Note. Adapted from “Tennis Queensland Organisational Chart” by Tennis Queensland, 2020d. 

Copyright 2020 by Tennis Queensland. Adapted with permission. 

 

To clarify, whilst working in their TQ role, the professionals shaded in blue would simultaneously 

assist TA with the planning and operations of the ATP and WTA Brisbane tournaments in their 

appointed role within the Brisbane Tennis Team. For example, as seen in Figure 4.8, the Head of 

Marketing and Communications for TQ is also the Marketing Manager for the BI and ATP Cup, a 

TA role. The formation of these TA/TQ dual roles and the complexities inherent in the new 

Brisbane Tennis team exemplify how the pressures placed on TA to formalise TQ employees’ 

involvement in the events impacted TQ’s organisational structure.  

Another driver for specialisation in this case was the announcement of the ATP Cup. In late 

2018, the ATP announced that the tournament would be held in partnership with TA across three 
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Australian cities, which included Brisbane, Queensland. And, according to respondents, some had 

heard conversations about the event back in 2017. Respondent 2, a TQ Executive, shared, “The dual 

roles were created based on the restructure that just happened to take place at the same time as the 

event [ATP Cup] was coming into place … It [i.e. the new event and new roles] just naturally 

worked into each other.”  

Vertical differentiation refers to the number of management levels that exist within an 

organisation's structure (Parent & O’Brien, 2018). As a result of the adjustments to the department, 

the number of levels of management evidently increased. Thus, the organisation can also be 

characterised as becoming more complex through its increasing vertical differentiation. 

Furthermore, the new contractual agreements outlining job descriptions, as well as written policies 

and procedures that govern the Brisbane Tennis Team employees, reflects increased formalisation. 

The structural changes driven by pressures for professionalisation outlined above indicate the 

increased complexity inherent in TQ’s organisational structure. The next section focuses on the 

impacts that TQ’s restructure had on the third basic tenet on organisational structure (Slack & 

Parent, 2006) – centralisation.  

4.6 TQ and Centralisation 

 Centralisation refers to the hierarchal level in an organisation at which decisions are made 

(Pugh et al., 1968). When upper levels of management have ultimate decision-making authority, the 

organisation is considered highly centralised. Conversely, an organisation is decentralised when 

decisions are delegated to lower levels of management (Slack & Parent, 2006). With approximately 

50 paid staff employed to manage the organisation’s activities as of 2020, TQ is considered to be 

one of the larger SSOs in Australia. The authority to make operational decisions is typically 

assigned to lower levels in larger organisations (Parent & O’Brien, 2018), thus, one would assume 

TQ to be a more decentralised organisation. However, when considering TQ’s authority in the 

planning and operations of the BI and ATP Cup, with the existence of extensive policies and 

procedures, decision-making is a more centralised process. The sections that follow detail the 

impact of TQ’s response to pressures for professionalisation in terms of daily decision-making 

processes, as well as its impact on more strategic decision-making in times of planning and 

operating major tennis events in Brisbane.   

4.6.1 Impact of Professionals on the Day-to-Day Decision-Making Structure 

 Mintzberg (1979) argued that, typically, as more professionals enter an organisation, 

decentralisation occurs as the professionals have extensive training and experience and are, 

therefore, given authority to make decisions. Prior to the restructure, TQ’s development department 
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was already led by a qualified Head of Tennis Development manager, however, the new Regional 

Tennis Managers exert considerable influence in operational decisions for their respective regions. 

Respondent 3, part of TQ Development, shared, “We’ve had four regional managers that have been 

appointed in the last four months. They will be the CEO of their region … they pretty much 

determine issues from a regional perspective and report these to the TQ head office who support 

them in terms of delivering on those priorities.” Kikulis et al. (1989) maintained that in 

circumstances of this kind, the organisation can be argued to be centralised as final decisions are 

still ratified by top management. Nonetheless, the authors argued that as top managers are inactive 

in the actual decision-making process led by the professionals at lower levels, the organisation can 

be considered to have a decentralised structure, such as in the context of TQ. Although the Regional 

Tennis Managers pass on information to higher-level managers, they are relatively autonomous in 

that they are able to make judgements among themselves and determine what information to send. 

Thus, TQ appears to exhibit a decentralised structure, with authority being delegated to the newly 

appointed professionals.  

Another driving factor towards decentralisation was the increase in the size of TQ. As 

scholars have recognised (Blau & Schoenherr, 1971; Child, 1973), the increased number of 

decisions that must be made as an organisation grows in size may result in greater delegation. 

Decision-making authority is granted to lower-level employees as it becomes impossible for one 

individual or small group of individuals at top levels of the organisation to make all the decisions 

required to run the business on a daily basis. As discussed in section 4.5.1, the increased 

specialisation of tasks resulted in more people hired to fill the new roles of Club Development 

Officers, essentially doubling the size of the Tennis Development department. While their role 

entails overseeing departments, it is not feasible for TQ’s CEO and upper management to seek 

involvement in every decision. For example, ensuring affiliated clubs have qualified coaches, 

upskilling club members, and conducting audits of local tennis facilities. Rather, top managers are 

concerned with matters of greater strategic importance, such as, optimising partnerships and 

funding opportunities, engaging with the press, and maintaining quality relations with the board of 

directors. Thus, not only did TQ’s decision-making mechanisms become increasingly decentralised 

with the hiring of professionals, but also as a result of the number of new employees hired in total.  

This section so far has focused on the extent to which TQ’s daily operations were 

decentralised as a result of professionalisation. When it comes to larger issues of more strategic 

importance, such as helping TA fulfil its duties as a tournament organiser for major tennis events, 

including the BI and ATP Cup, determining where decision-making power lies is far more complex.  
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4.6.2 BI and ATP Cup Decision-Making Structure 

Decision-making processes at TQ were also impacted by pressures for professionalisation 

that emerged from the ATP’s requirement to be involved in the planning of the ATP Cup. In section 

4.2.1, it was discussed how many male players have publicly stated over the years that the ATP has 

deviated from its original objective of serving player interests and has become an increasingly 

business-oriented and commercialised organisation (Patil, 2020; Yaffe-Bellany, 2021). When such 

allegations and/or disputes arise, Clausen et al. (2018) pointed out that top managers can become 

more aware of new expectations that they need to internalise. For example, increased transparency 

to stakeholders, as well as higher standards of integrity and levels of clarity in terms of decision-

making. Accordingly, the ATP listened to players’ suggestions on how to open the tennis season 

and, consistent with the organisation’s strategy to be “innovative and look towards the future”, 

developed the ATP Cup (ATP Tour, 2018, para. 6). The 2020 tournament marked the first time an 

ATP teams-based competition had been held since 2012. Thus, the growing pressure from players, 

sponsors, and other key stakeholders for the event to be a success drove the ATP to collaborate with 

TA in planning the tournament. As outlined in section 4.5.2, TQ were involved in the planning and 

operations of WTA and ATP tournaments in Brisbane for which TA was ostensibly tournament 

organiser. Therefore, TQ was significantly impacted by this decision. 

 In the years prior to 2020 and the introduction of the ATP Cup, TQ operated relatively 

autonomously when hosting only the BI. Employees involved in organising the tournament did not 

have to coordinate activities with or interact substantially with other Australian states, but rather, 

worked with their dedicated team of individuals in Queensland to deliver the BI. As Respondent 10, 

stated, “We existed in our own little bubble … we were able to develop our own initiatives and 

deliver them ourselves.” However, with the growing involvement of the ATP and the objectives it 

sought to achieve, greater importance was placed on the three ATP Cup host cities to work together 

to ensure consistency of operations. As a result, TQ increasingly turned towards more business-like 

practices to enhance organisational performance, prompting changes in decision-making processes.  

Prior to the ATP Cup, event-related decision-making was already a reasonably centralised 

process for TQ employees, as the ATP is governed by a set of rules that all tournament organisers 

must adhere to. This scenario is not uncommon, as when a city obtains the rights to host a major 

sport event, it is subject to strict guidelines stipulated by the event owner (Chalkley & Essex, 1999). 

As respondent 10, a TQ Executive, stated, “We have to meet all of our ATP and WTA 

requirements. They’ve got hefty rule books we have to abide by to deliver the events and we have 

to meet all the standards they have.” There are, for example, different standards and protocols for 

facilities and on-site conditions (e.g., capacity, size, lighting, player amenities), sponsor positioning 
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and signage, and food and accommodation for players (Sorrentini & Pianese, 2011). According to 

respondents, these rules “created challenges in what we could or couldn’t do” (Respondent 6), such 

as in the use of infrastructure, “We had to create team zones around the court and LED signage 

around the arena for the ATP Cup. But, we had to think of a way to use that infrastructure for the 

women’s event [BI] as they are not things generally used in a traditional WTA format” (Respondent 

10). These findings reinforce what Kelly et al. (2019) empirically demonstrated, that while 

decisions are ostensibly delegated from event owners to the event organisers (i.e. ATP and WTA 

delegating tournament responsibilities to TA and subsequently to TQ), formalised hosting 

agreements limited discretion in making decisions to achieve targeted benefits from the sport event. 

Thus, while decision-making may appear to be decentralised, in reality, a high level of 

centralisation exists (Slack & Parent, 2006).  

When the ATP became increasingly involved, respondents indicated that because the ATP 

was the international governing body, there was an assumption that TQ had no authority to make 

operational decisions about the ATP Cup. Respondent 2, a TQ Executive, explained, “At the 

beginning of the event planning process, us [TA/TQ], who are the deliverers of the event, certainly 

didn’t feel like we had decision-making power … Most of us erred on the side of caution and would 

not make decisions because we expected that the power was not with us.” In other words, TQ 

expected the ATP and TA executives (i.e., the top level) to make decisions and communicate these 

down the hierarchy to TA and TQ employees (i.e., the lower level) for implementation, thus 

demonstrating a centralised process. In the ensuing planning and implementation stages, findings 

demonstrate that it became more difficult for TQ to work in this increasingly centralised structure.  

  In their study of the evolution of sport event organising committees over time and the types 

of issues faced, Parent (2008) observed that top management dealt with broader strategic issues 

during the planning and implementation modes, and more operational decision-making was 

transferred down the hierarchy to the lower-level individuals who were to run the events. Thus, 

respondents’ expectations of how the decision-making process would look was fair, yet, challenges 

emerged. Although section 4.5.2 highlighted the formalisation of roles and responsibilities within 

the Brisbane Tennis Team itself, findings indicate that formalised procedures were not developed 

between the department and higher levels (i.e. ATP and TA Executives). As Respondent 10 stated, 

“there was never a comms [communication] process or decision-making hierarchy developed prior 

to the 2020 event.” These findings imply that these methods of formalisation were overlooked by 

top managers.   

 Parent (2008) contended, if event managers do not understand, or in this case, do not 

develop, each hierarchal role and the issues they will face, time-consuming delays and loss of 
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resources are likely to occur. As such, respondents acknowledged that many concerns were left 

unresolved during meetings, resulting in delays:  

We just didn’t know each other [ATP and other ATP Cup cities] that well … It's been a 

fluid year to try and work out who should be responsible for what. So, what are we 

specialists in? What are they specialists in? Where should the lines cross and when should 

they stay apart? One of the biggest impacts of not understanding those areas well in year one 

has meant that timelines have been pushed back and everything has been very last minute … 

Conversations were certainly left with a, “Oh, it's something we've still got to work out”, 

and “Let's come back to that in our next conversation.” With the inability to make a decision 

there and then, everything would always be deferred to the next chance to talk. That just 

chewed up time (Respondent 2).  

Respondents indicated that any missteps, including those associated with decision-making, were 

attributable to the fact that the 2020 tournaments were the first editions of the revamped ATP Cup 

and newly-formatted BI, “You treat the events like any start up I suppose, there’s going to be lots of 

teething and lessons learned when we execute events for the first time” (Respondent 17), and 

“there’s always going to be challenges with hosting a brand new event, doesn’t matter if it's quite 

similar to what we've done before or if it's completely different.”  

Respondents also indicated that as the ATP is based in various locations around the world, 

including the United Kingdom, Monaco, and the United States, and with TA based in Melbourne, as 

well as other ATP Cup cities being Sydney and Perth, the geographical separation impacted 

decision-making. Respondent 14, part of TQ Marketing, explained, “We had all these magical 

timelines that we were going to stick to but there’s no doubt that did slip because we had to wait on 

decisions being made over in another time zone and some things were board level stuff at TA, so it 

took time for decisions to be made.” The work of Carlisle (1974) supports this description, as they 

suggested that the more horizontally differentiated an organisation is through departmentalisation 

by geographic location, the harder it is to have a centralised structure.  

 As the start of the tournaments drew closer, TQ had to assume authority for many Brisbane-

related issues due to the immediacy of the decisions that had to be made. Respondents repeatedly 

claimed, “We needed to be flexible and take initiative to get things done at the last minute” 

(Respondent 16), and “the show must go on basically … more and more people started making 

decisions without even getting the approval to take the power on, but they just had to so that we 

could create an event that's as successful as this one has been” (Respondent 2). Essentially, more by 

necessity than design, decision-making processes transitioned towards a more decentralised 

structure. A transition from centralisation to decentralisation during implementation mode is not 
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unexpected in the organisation of a sport event, given the fact that conditions change and personnel 

must be able to respond quickly (Hanlon & Jago, 2000; Parent, 2008). However, the absence of 

clear responsibilities and communication lines among top, middle and lower levels increased 

uncertainty and made the transition more difficult to manage in this context.  

Increased complexity, as evidenced by the heightened levels of formalisation, specialisation, 

and centralisation among its member associations, are the structural changes inherent in TQ in 

response to pressures for professionalisation. In order to better understand change in a sport 

organisation, incorporating other variables, such as organisational values, allows us to identify the 

governance design archetype that most significantly represents the organisation (Parent et al., 

2021). Ultimately, the knowledge thus generated can inform analysis of the organisation’s success 

or otherwise in achieving key performance outcomes.  

4.7 TQ’s Governance Design Archetype 

 As outlined in Chapter Two, Kikulis et al. (1992) proposed that NSOs would fall within a 

range of three design archetypes: Kitchen Table, Boardroom, and Executive Office. As nearly three 

decades have passed since this foundational work, Parent et al. (2018) observed that the 

environment in which these sport organisations operate has become much more complex (e.g., 

increased influence of globalisation, economic difficulties, and corruption in sport) and presented 

arguments for revisiting the work of Kikulis et al. (1992). Hoye et al. (2020) then identified 

improvements to the representation of design archetypes. As such, based on structural elements, 

organisational values, revenue sources, and governance variables, Parent et al. (2021) proposed a 

new taxonomy of four design archetypes that reflect the modern era: Board-led, Executive-led, 

Professional and Corporate. Given Parent et al.’s (2021) call to explore whether the revised 

archetypes are applicable to other countries, not just in Canada, and to other types of sport 

organisations, using the archetypes to understand the design of TQ, an Australian SSO, is 

meaningful. Utilising the constructs and descriptors for each of the four archetypes developed by 

Parent et al. (2021), it is argued that TQ fall under the Professional archetype. The constructs are 

outlined in Table 4.1, along with how TQ have met the criteria for the Professional archetype.  
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Table 4.1  

TQ’s Reflection of the Professional Archetype 

 

 

 Table 4.1 TQ’s reflection of the professional archetype 

 

Construct 

 

Professional Archetype  

 

 

TQ Characteristics 

 

 

Values 

 

Focus on stakeholder 

engagement 

 

Dedicated to enhancing local 

partnerships  

(Tennis Queensland, 2020e) 

 

Complexity Medium-high specialisation 

Medium standardisation  

Medium formalisation  

Decentralised  

 

10 departments, 3-4 hierarchal levels, 

social and task specialisation, 8 

regions, existence of written policies, 

decentralised decision-making 

 

Capacity Medium-High 

Full-time staff: average 20.5  

Budget: CAD 6.819 million  

 

Approx. 50 permanent staff  

Budget: above AUD 5 million (Tennis 

Queensland, 2019b, 2020d) 

 

Board Composition 8.33 board members 10 board members  

(Tennis Queensland, 2020c) 

 

Primary Revenue 

Sources 

Public funding  

Memberships 

TA and government grants 

Affiliation fees 

Capital grants  

(Tennis Queensland, 2020c) 

 

Governance Performance based on 

organisational objectives, 

medium-low efficiency 

 

 

Medium external 

accountability 

 

 

 

Low transparency 

 

 

Medium stakeholder 

participation 

 

Employees to follow strategic plan 

consisting of six pillars, each with an 

objective and focus area  

(Tennis Queensland, 2020e) 

 

Financial (e.g., lease payments to 

Stadiums Queensland), performance 

(e.g., expectations from 

sponsors/partners) 

 

Transparency not a core value and not 

included in strategic plan, limited 

documents are publicly accessible 

 

2 voter types, over 20 formal 

stakeholder relations  
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Findings from Parent et al. (2018) indicate that as sport organisations including TQ, become 

more professionalised, and, hence, more complex, there is an increased focus on revenue generation 

and diversifying revenue streams. Parent et al., (2021) suggested that a sport organisation’s 

archetype can evolve from Board-led to Professional. Nonetheless, both of these archetypes appear 

to have the same primary sources of revenue – public funding and memberships. It is argued that 

when a sport organisation transitions towards the Professional archetype, diversified revenue 

streams need to be strategically identified and activated as part of the change process, not after the 

fact. This is attributable to that the organisation can become overly reliant on particular sources of 

revenue, which can lead to missed opportunities. 

As seen in Table 4.1, one of TQ’s key revenue sources is grant income from TA and this 

dependency was highlighted in the organisation’s 2019-20 Annual Report which stated, “the 

Company is economically dependent upon TA and receives grant funding therefrom that forms an 

integral part of the funding required for the Company to achieve its short and long term objectives” 

(Tennis Queensland, 2020c, p. 47). The funding TA distributes among its member associations is 

made up of a share of the organisation’s revenue, which is primarily generated from hosting major 

tennis events (Tennis Australia, 2020). TQ’s other dominant revenue sources include government 

grants, affiliation fees, and capital grants.  The impact of TQ’s dependence on major tennis events 

for revenue and how opportunities for leverage were neglected is examined in this thesis with the 

findings presented in Chapter Six. The final section of this chapter focuses on the importance of 

major tennis events for TA and, evidently, TQ’s income. 

4.8 Importance of Major Tennis Events in Australia for Revenue   

Sport governing bodies can generate income from various sources; these include 

government grants, membership fees, corporate sponsorship, merchandise, registration and player 

licencing, and, most especially, from hosting major sport events (Wicker & Breuer, 2014). For the 

month of January each year, TA organises and operates a portfolio of events that constitutes the 

summer professional tennis circuit. This event portfolio consists of the Australian Open, which 

belongs to TA, and a number of WTA and ATP tournaments of which TA has been delegated 

responsibility to organise (i.e., ATP Cup, Brisbane International, Adelaide International, Hobart 

International) (Tennis Australia, 2019).  

For NSOs with operational control over their respective sport’s events, the revenue derived 

from staging such events typically constitutes a significant portion of the organisation’s total 

revenue (Bayle & Robinson, 2007). This is certainly the case for TA, as the organisation’s capacity 

to commercialise these major events, specifically through ticket sales, sponsorship agreements, and 
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domestic and international broadcasting rights, is central to the organisation’s financial viability. As 

seen in the 2019-20 financial year, TA reported that the four-weeks of events generated AUD 429 

million, accounting close to 95% of the organisation’s total year revenue of AUD 455 million 

(Tennis Australia, 2020). With respect to sponsors, respondents indicated that throughout the years, 

numbers had grown in tandem with increased attendance, “They’re [TA] in the global sphere now. 

The value has outgrown the domestic market so there’s a lot more revenue offshore. They were 

getting $250,000 from Woolworths five years ago to put a sign at the AO [Australian Open]. Now, 

they’re getting millions from a brand in China or wherever” (Respondent 17). 

The revenue generated from these major events then funds the year-round investment in 

grassroots projects among member associations, high performance, facilities and other activities 

related to the promotion of tennis in Australia, as well as a reserve fund to be used in the event that 

the Australian Open is curtailed (Tennis Australia, 2020). Thus, TA and TQ rest heavily on the 

Australian Open and its Australian-based lead-in events for organisational success. Heavy 

dependence on major sport events for revenue, according to Clausen and Bayle (2017), can make 

the operating environments of sport governing bodies highly uncertain and expose them to new 

challenges and unforeseen elements, including the announcement of new events, which the next 

chapter shall now explore.   

4.9 Chapter Summary 

 The first sections of this chapter emphasised the complex nature of the global governance of 

tennis, highlighting the key international governing bodies that influence the performance outcomes 

of TA and TQ. The remainder of the chapter focused on the structural changes that occurred within 

TQ as a result of the TA-led restructure of its member associations in response to pressures to 

professionalise operations at the grassroots level. Two major structural changes inherent in TQ’s 

governance were identified: the hiring of professionals for specialised grassroots development roles, 

and adjustments to the Brisbane Tennis department. These changes evidently increased the 

organisation’s overall complexity, as seen by greater formalisation, horizontal and vertical 

differentiation, and a shift towards decentralisation. Based on contemporary design archetypes, the 

findings indicate that TQ reflected the Professional archetype, with TA’s earnings from hosting 

major tennis events serving as a key revenue source for TQ. Having established the structural 

changes within TQ and its dependence on major tennis events for survival, Chapter Five, examines 

the impact of TQ’s increased organisational complexity upon managers’ prioritisation of event 

stakeholder demands.  
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Chapter 5: Examining the Impact of Increased Organisational Complexity on Stakeholder 

Salience 

5.1 Chapter Overview 

Chapter Four revealed that TQ’s structural changes, which were prompted by TA in 

response to external pressures for professionalisation, resulted in greater organisational complexity 

and emphasis on revenue generation through major tennis events. In the context of TQ’s two major 

tennis events, this chapter now seeks to understand how these impacts influenced the prioritisation 

of key event stakeholders at the 2020 ATP Cup and BI. Ultimately, the aim of this chapter is to 

address the second research question: How does the employment of sport development professionals 

in an SSO impact the perceived salience of event stakeholders? The chapter begins with an 

overview of TA’s decision to partner with the ATP to host the ATP Cup, applying Pfeffer and 

Salancik’s (1978) RDT. The sections that follow detail the identification of TQ’s key event 

stakeholders and present an analysis of their attributes according to Mitchell et al.’s (1997) power, 

legitimacy, and urgency framework of stakeholder identification and salience. The chapter 

concludes with a summary of the findings and its relation to Chapter Six.  

5.2 Impact of the ATP Cup on the Australian Summer of Tennis 

Resource Dependency Theory (RDT), formalised by Pfeffer and Salancik (1978), suggests 

that organisations depend on stakeholders in their environment for critical resources to ensure 

ongoing viability. More specifically, an organisation can gain power through two means: (1) 

controlling resources to minimise dependence; or, (2) controlling resources to maximise others’ 

dependence on them (Ulrich & Barney, 1984). Nevertheless, as organisations in possession of 

necessary resources sought by the focal organisation accrue power, those that rely on others for 

resources are vulnerable to control (Malatesta & Smith, 2014).  

One of the main, if not the key, critical resource for maximising revenue outcomes of a 

professional tennis tournament is the players themselves, preferably highly ranked ones. With the 

support of professional male players, the ATP was adamant that the ATP Cup be held at the 

beginning of January as a lead-in event to the 2020 Australian Open. However, the location of the 

event was not initially to be in Australia, with there being, “… talk of Singapore, China, the Middle 

East and North America” (Tennis West, 2019, ¶ 9). If the ATP Cup was to be hosted elsewhere, the 

future of existing Australian-based lead-in events including the BI, Hopman Cup, and Sydney 

International, would be questioned as these tournaments would have had their star players, the 

critical resource, lured away to play in the ATP Cup. The result would have been that the 
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tournaments, and indeed TA and its resource base, would have been significantly weakened. 

Respondent 17 described the substantial pressure placed on TA by the ATP to host the event:  

Venture capitalists from the US, Asia, the Middle East, and Europe wanted to host the event 

and we couldn’t have that. We want the best players in the world in Australia in January. 

Flat out, it’s that simple. So, we had no choice but to engage and try to wrestle it out. We 

have now got a 30-year agreement [the ATP Cup in Australia] so it’s not going anywhere.  

Ultimately, TA reconfigured the various tournaments across different Australian cities that led into 

the Australian Open, including the launch of a new event in Adelaide, to make room for the ATP 

Cup. Commenting on the new tournaments, TA CEO, Craig Tiley, stated, “It’s a complete shake-up 

of tennis in Australia. It’s important for us to continually improve on the great tennis offering we 

have in Australia to ensure there are more opportunities for players, more opportunities for fans to 

get to see them in their home towns and more global exposure for our sport” (Walsh, 2019, ¶ 8-9). 

TA’s acquiescence to the ATP to make these unprecedented changes signalled its high dependence 

on this governing body for critical resources for maximising revenue from the tournaments, the 

resource being star male players.  

The previous chapter highlighted that, although TA was ostensibly the tournament 

organiser, a number of TQ employees were involved in the planning and operations of the 2020 

ATP Cup and BI due to their particular skillsets in and knowledge of running tennis events at the 

QTC. As sport events require collaboration among a network of key internal and external 

stakeholder groups (Parent, 2008), this chapter delves further into understanding how increased 

organisational complexity impacted TQ’s prioritisation of key event stakeholders. Prior to analysing 

organisation-stakeholder relations, with TQ being “the organisation” in this case, it is important to 

first identify the organisation’s stakeholders (Freeman, 1984).  

5.3 Identification of TQ’s Event Stakeholders 

Based on studies by Naraine et al., (2016); Parent (2008); and Parent and Deephouse (2007), 

Parent and Ruetsch (2020) developed a generic major sport events stakeholder map, placing the 

organising committee in the centre (see Figure 2.3 in Chapter Two). Internally, staff and volunteers 

are considered a stakeholder group. The key external stakeholder groups include government actors 

(federal, state and local); members of the sports industry (event owners, community sport 

organisations, federations); the media; the community (residents, local businesses and tourism 

organisations, schools); sponsors; delegations; and other stakeholders such as venue owners and 

consultants.  
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To determine TQ’s key stakeholders, respondents from TQ were asked to identify the 

stakeholders with whom they engage directly as part of their role. Respondents identified tennis 

governing bodies in Australia (TA and other state and territory governing bodies); the men’s and 

women’s professional tennis governing bodies (ATP and WTA); government actors from various 

levels (federal, state, and local); the venue owner (Stadiums Queensland); state and local tourism 

agencies (TEQ and Brisbane Marketing); TQ-affiliated clubs, venues, and centres whose associated 

persons include parents, coaches, club committees, members; and the ATP Cup and BI athletes. 

Stakeholders such as the media; residents of the community; regional assemblies; consulates; 

volunteers; schools; and spectators were also identified by respondents. The stakeholder map for 

TQ is displayed in Figure 5.1.  

 

Figure 5.1 

Stakeholder map for the ATP Cup and BI 

 

Figure 5.1 Stakeholder map for the ATP Cup and BI 
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The map clearly displays similarities to that created by Parent and Ruetsch (2020), as respondents 

identified the majority of the proposed stakeholder groups. Interestingly, “Sponsors,” as a 

stakeholder group, was not specified by respondents. However, this may be attributable to the 

difficulty in gaining access to and interviewing employees in a partnerships and sponsorships role.  

In total, over twenty stakeholders were identified by respondents. And, while examining the 

attributes and claims of every individual stakeholder was beyond the scope of this research, the 

researcher determined that analysing the attributes of eight stakeholders in detail would best allow 

her to effectively address the research question. The eight stakeholders were those that were the 

most frequently mentioned in the interviews by respondents. These stakeholders would be classified 

as the “key” stakeholders for analysis and are shaded in Figure 5.1. The men’s and women’s 

professional tennis governing bodies (ATP and WTA) and TA were commonly mentioned, as were 

the ATP Cup and BI athletes and volunteers. The Queensland State Government; destination 

marketers (TEQ and Brisbane Marketing); Stadiums Queensland; and TQ-affiliated clubs, venues, 

and centres were frequently listed. It is important to note that respondents stated that they 

recognised TEQ and Brisbane Marketing to be one entity and refer to them as “The Alliance.” 

Hence, this stakeholder group will be referred to as such from here onwards. To achieve certain 

ends, or because of perceptual factors, managers do pay greater attention to particular kinds of 

stakeholders (Mitchell et al., 1997), which the following sections shall now explore.  

5.4 TQ Key Event Stakeholders’ Attributes 

With the key stakeholders identified, Mitchell et al.’s (1997) stakeholder salience 

framework was used to assess the relative importance of stakeholders. First, it is important to 

identify the attributes possessed by each stakeholder, specifically, by examining the power and 

legitimacy of the stakeholder and the urgency of their claim. These three attributes are presented in 

the following sub-sections.  

5.4.1 Stakeholder Power 

The first attribute in determining stakeholder salience is power, which Pfeffer (1981) 

defined as, ‘‘a relationship among social actors in which one social actor, A, can get another social 

actor, B, to do something that B would not otherwise have done’’ (p. 3). Etzioni (1964) proposed 

three types of power, each based on the type of resource used to exercise that power: coercive 

power (physical violence, force, threats); utilitarian power (material resources); and normative 

power (symbolic resources). Thus, actor A has power, “to the extent it has or can gain access to 

coercive, utilitarian, or normative means, to impose its will” over actor B (Mitchell et al., 1997, p. 

865). Table 5.1 summarises the type of power held by each stakeholder and how it was exercised.   
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Table 5.1  

TQ’s key stakeholders’ differentiation of power 

 

Stakeholder 

 

Power Category 

 

Example 

 

Men’s and Women’s 

Professional Tennis 

Governing Bodies 

(ATP/WTA) 

 

Coercive 

Utilitarian 

Normative 

 

Threat of not hosting ATP Cup in Australia 

High ranked players 

Determined who obtained hosting rights 

 

TA 

 

Utilitarian 

Normative 

 

Event and financial resources  

Awarded event hosting rights, national governing 

body 

 

TEQ and Brisbane 

Marketing (The Alliance) 

 

Utilitarian  

Normative 

 

Financial and human resources 

Events featured on their marketing platform, 

brand stamp was placed around the event site 

 

ATP Cup and BI Athletes Utilitarian 

Normative 

Had the ability to choose to play or withdraw  

Their presence elevated the status of the event 

 

Queensland State 

Government 

 

Utilitarian 

Normative 

 

Financial resources 

Laws and sport rules/regulations 

 

Stadiums Queensland 

 

Utilitarian 

Normative 

 

Physical and financial resources 

Facility rules/regulations 

 

ATP Cup and BI 

Volunteers  

 

 

Utilitarian 

 

Human resources 

TQ-Affiliated Clubs, 

Venues and Centres 

 

Utilitarian Financial resources 

 

Table 5.1 TQ’s key stakeholders’ differentiation of power 

Although only one stakeholder wielded coercive power, the ATP, the data suggest that this 

form of power had the most profound influence on salience. As discussed in the previous sub-

section, with strong international interest to finance and host the ATP Cup, the ATP threatened to 

award hosting rights for the event to another country. This threat, a form of coercive power 

(Etzioni, 1964), arguably compelled TA to enter into a partnership to host the ATP Cup. As TA 

CEO, Craig Tiley, stated, “It wasn’t really a choice in the end” (Tennis West, 2019, ¶ 11).  

All stakeholders possessed utilitarian power, which refers to the ability to dispense or 

withhold material rewards (Etzioni, 1964). These rewards varied from physical, financial, and 

human resources. TA’s utilitarian power derived from their provision of the resources required to 

host the ATP Cup and BI. For instance, Respondent 1, part of TQ Events, shared, “TA do all the 
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event operations, manage all the contractors, do the design, do the builds, all those bits and pieces. 

Essentially, TA create the event and engage with TQ to see how the event could be used to focus on 

grassroots programs and the community.” Additionally, TA distribute a portion of the tournaments’ 

revenue to its member associations to invest in grassroots projects, thus providing financial 

resources to TQ. This income from TA in the form of grants totalled to AUD 2.86 million in the 

2019/20 financial year (Tennis Queensland, 2020c). Respondents also acknowledged that the 

Alliance (TEQ and Brisbane Marketing) financially supported the ATP Cup and BI through TEQ’s 

Major Events Investment Program, therefore, highlighting the Alliance’s utilitarian power. As 

communicated by Respondent 9, a TEQ events specialist, TEQ made the investment with the 

expectation the events will deliver positive economic outcomes for Queensland: 

For any major event investment, we’re [TEQ] always working towards our four key 

objectives. They are about generating local economic activity and development in the host 

destination, attracting external visitation, driving social and community outcomes, and 

enhancing the profile of the destination.  

A significant physical resource TQ is dependent on for its business operations (e.g., office 

space, hosting events, court hire, national tennis academy) is the QTC. Although the terms of the 

long-term lease agreement with the facility owner, Stadiums Queensland, outlines that TQ has 

responsibility and control over the day-to-day operations of the facility, TQ is heavily reliant on this 

stakeholder for its continued use, “We’ve got to make this place [QTC] work year round and it’s got 

to be sustainable or Stadiums Queensland could take the lease off us” (Respondent 5). Lease 

arrangements for major sport venues in Australia usually include a substantial lease fee (Stadium 

Taskforce, 2018). However, as part of the arrangement between TQ and Stadiums Queensland, TQ 

is only charged “peppercorn rent” as the “lease reflects the terms agreed between the State and the 

lessees as part of conditions of State funding for the venue at the time of construction which 

included lease holder contributions of capital funds towards the venue developments” (Stadium 

Taskforce, 2018, p. 22).  

To further explain, as part of the lease agreement, TQ is required to share any operating 

profit surplus with Stadiums Queensland. This stakeholder then uses these funds to provide an 

annual budget for asset replacement and maintenance of the QTC (Stadium Taskforce, 2018). 

Respondent 5, a TQ manager, provided an example of recent capital enhancements approved by 

Stadiums Queensland, “One of the things we got approved last year was some additional electrical 

capacity so they could plug in the LED [light emitting diode] screens at the back of the court which 

makes it easier for the advertising.” In this sense, Stadiums Queensland exercises a form of 

utilitarian power over TQ through control over physical and financial resources.  
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Respondents further emphasised how a planned refurbishment and expansion of the QTC 

would not be feasible without financial assistance from the State Government, another stakeholder 

possessing utilitarian power: 

Facility upgrades are not cheap, so the sporting code won’t have the funds available to fund 

an upgrade themselves or to build a new facility … They’ll make an approach to the 

Australian Federal Government or the Queensland Government and present different ideas 

or concepts to them … they [government bodies] are the ones that decide if a significant 

piece of infrastructure will be built (Respondent 8).  

At the time of data collection, a masterplan to upgrade and expand the QTC was already developed 

by TQ. Key upgrades included a new 4,000 seat stadium, increased seating capacity of Pat Rafter 

Arena (PRA), and additional practice courts. Although the QTC is not physically obsolete, 

respondents acknowledged that the facility is no longer fit for purpose due to increased pressures 

from the elite side of the sport. Due to the two-day overlap of the ATP Cup and BI, the women were 

required to play the first two rounds of the BI on outside courts, instead of on PRA. This 

arrangement was due to the fact that the ATP Cup had to be played on PRA as per the terms of 

TA’s tournament organising agreement with the ATP (Walsh, 2020).  

The BI athletes openly criticised the court scheduling, a topic that received considerable 

media attention. For example, Former US Open Champion, Sloane Stephens, described the situation 

as “girls to the side”, stating in a post-match press conference, “When you have a lot of the girls in 

the Top 10 that are playing here [at the BI], and they're all playing on side courts, it's not the 

greatest look” (Chisolm, 2020, ¶ 8). Five-time Grand Slam champion, Maria Sharapova, also stated 

that, “It [the BI] feels like a little bit of a second-hand event” (Chisolm, 2020, ¶ 17). These 

comments imply that the women felt the scheduling changes negatively impacted their personal 

experiences and, indeed, delegitimised the BI as an elite-level professional tennis event. These 

concerns were noted by Respondent 17, “We’ve got Sharapova playing at seven o’clock at night on 

an outside court. She should be inside. Kerber and Stosur, same thing. Osaka, reigning Australian 

Open champion and her first match is outside? It’s not ideal for us … we went backwards with 

player experience this year.”  

Ensuring both male and female athletes have the best experience in Brisbane, discussions 

about a potential WTA Cup event to complement the ATP Cup, as well as south-east Queensland’s 

(ultimately successful) bid to host the 2032 Summer Olympics, all played a role in the plans for 

QTC expansion. As indicated by Respondent 16, part of TQ Events:  

The expansion is also going to be very important moving forward because there are talks of 

a WTA Cup in the future. In order for that to really work well with the ATP Cup, having a 
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second stadium will alleviate a lot of issues. The women will have a stadium and the men 

will have a stadium. We’re also talking about the Olympics many years down the track and 

if Brisbane wins the bid, we want to have tennis at our QTC. Having that second stadium is 

a really integral piece to that so we can tick off those requirements to hold Olympic tennis at 

our venue. 

Yet, the Queensland State Government’s financial support is critical, as highlighted by Respondent 

5,  

We've broken the master plan into 100-and-something million dollars. We're hitting up the 

feds [the Australian Federal Government] for the expansion to do the second stadium and 

the State Government to do the rest … It’s [a proposal] been submitted. We haven't got a 

formal response yet … Stadiums Queensland has endorsed our proposal, but no funding 

commitment has been made at this stage. 

Respondent 2, a TQ Executive, further explained the dependence on the State Government for 

securing the financial resources for the expansion, exemplifying this stakeholder’s utilitarian power:  

I honestly think that the biggest thing we're waiting for right now is just for that sort of 

financial support to be available. In some ways we just have to wait our turn because the 

government needs to be able to support all different sports and we completely understand 

and encourage that. So, I think the real roadblock is just time and just waiting for our 

opportunity to arise. Both sides of government understand that there is an amazing 

opportunity here and it just ultimately comes down to what we can afford to do as a state.  

TQ is also heavily dependent on government grants to finance its operations. In the 2019/20 

financial year, the State Government’s ministerial Department of National Parks, Recreation, Sport, 

and Racing, the Department of Housing and Public Works, the Cairns Regional Council, as well as 

the Federal Government, provided a combined total of AUD 978,000 in the form of grants to TQ 

(Tennis Queensland, 2020c). Affiliation fees from TQ-affiliated local clubs, venues, and centres are 

another important source of revenue for the organisation. There are approximately 250 TQ-

affiliated clubs, venues, and centres across Queensland that are integral for the delivery of TA 

programs and services in order to attract and retain tennis players, whilst maintaining the frequency 

of play for existing players. In 2019/20, affiliation fees totalled AUD 588,361 (Tennis Queensland, 

2020c). 

As well as physical and financial resources, control of human resources was also a key 

source of utilitarian power. In describing ongoing power relations with star players – a human 

resource – respondents described the negative impact of players’ power to distribute and withhold 

themselves from TQ through their respective choices to compete or not compete at events. 
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Respondent 17 shared the following, “The last couple of years of the BI hurt us because we had 

Rafa [Rafael Nadal] withdraw those two successive years. I think we lost a little bit of credibility 

through that phase. The first year we kind of got out of it, the second year I think the fans had just 

had enough.” In this sense, the ATP and WTA are also considered to be in control of human 

resources, the star players, as these stakeholders govern the professional men’s and women’s tours. 

In other words, events on the ATP and WTA tours, including the ATP Cup and BI, attract star 

players - a critical resource for maximising revenue outcomes of a professional tennis tournament.  

In addition to material rewards, the Alliance also assisted TQ through the provision of 

human resources in the form of personnel who had the knowledge, skill, and expertise of 

destination branding that TQ staffers lacked. Respondent 2, a TQ Executive, described their 

dependence on the Alliance to guide them on the integration of destination content into their pre-, 

during, and post-event marketing plans. They stated that,  

We can only do so much … we are guided by Brisbane Marketing and TEQ who are 

specialists and our partners in that space. They know what people want to see and how to get 

people in. As part of the events, they share with us key things to promote for the region and 

we come to an agreement of what we promote is related to tennis and our audiences.  

Respondent 9, a TEQ events specialist, provided some examples of material shared with TQ, “Blog 

posts on restaurants and experiences are the key areas we targeted for this event …  things could 

range from ‘top restaurants to go and see’ or ‘your ultimate weekend in Brisbane.’” Moreover, with 

TQ relying heavily on a dedicated team of nearly 200 volunteers to assist in the delivery of the ATP 

Cup and BI (Brisbane Tennis, 2020), this stakeholder group also provided human resources as each 

volunteer gave considerable time and labour necessary to host the events. “We wouldn’t have an 

event without the volunteers,” stated Respondent 16, highlighting the importance of this stakeholder 

in delivering a memorable experience for all attendees, “They’re [volunteers] on the ground and 

they’re the ones giving the information to patrons, spectators and fans.” 

It is important to note that six stakeholders possessing utilitarian power also had access to 

normative means to exercise power, that is, the use of symbols to control others (i.e., prestige, 

esteem, love, acceptance) (Etzioni, 1964). The ability to award sport event hosting rights is a form 

of normative power (Parent & Deephouse, 2007; Xue & Mason, 2011), thus, the ATP and WTA 

also exerted power through normative means. Also, due to its stature as the national governing body 

and the ATP Cup and BI tournament organiser, TA also possessed normative power by controlling 

core elements of the event such as hosting rights, TV broadcasting rights, merchandise sales, and 

venue advertisement sales. In addition, TQ received symbolic incentives as a recipient of TEQ's 

Major Events Investments Program. Respondent 9, a TEQ events specialist, explained that, “The 
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ATP Cup and BI are promoted through TEQ’s It’s Live in Queensland events calendar and 

marketing campaign. So, our events will often use our ‘It’s Live’ brand stamp which is kind of our 

event-centric marketing platform.” As a result of being endorsed by Queensland’s lead marketing 

and major events agency, the events gained considerable prestige. Therefore, the Alliance has 

access to symbolic resources, a means of exercising normative power.  

The enforcement of laws, rules and regulations, according to Parent and Deephouse (2007), 

can be wielded as a type of normative power. Australian sport governing bodies, such as TQ, are 

required to comply with public sport policies developed by the Federal, State and Territory 

Governments. Generally, these governing bodies align programs and services with the investment 

decisions and funding policy frameworks of its respective government (May, 2021a). A specific 

example of the influence of government funding policy on TQ was apparent in 2018 when TQ 

sought to host additional non-tennis events at the QTC to enhance sustainability and increase 

revenue. The terms created by the State Government, in agreement with the construction company 

of the close residential development to the QTC, outlined that as part of the long-term lease 

between TQ and Stadiums Queensland, the venue operators are not allowed to host regular non-

tennis events (Transport and Public Works Committee, 2019). These restrictions influence TQ’s 

ability to fully utilise the QTC to generate additional revenue, exemplifying the normative power of 

these stakeholders.  

As the QTC owner, Stadiums Queensland also possess normative power as they have the 

ability to impose rules and procedures upon TQ that are to be followed as part of the lease 

agreement. For example, Stadiums Queensland had established restrictions regarding the nature of 

events that can be held at the QTC; no rock concerts are allowed and there are noise restrictions on 

events due to the close proximity of residential properties directly adjacent to the QTC (Transport 

and Public Works Committee, 2019). As they had levels of prestige and status that enhanced 

consumer demand, star players also possessed normative power. In particular, Respondent 2 

emphasised the normative power of current women’s world number one and Queenslander (at time 

of writing), Ashleigh Barty. Respondent 2 explained that,  

It certainly helps us to have the world number one in Ash Barty who is just everyone's 

favourite champion, and being a household name, she's helping the case [demand for tickets] 

tremendously. The sessions that people are hoping she plays in have basically sold out. 

Respondent 14, part of TQ Marketing, shared a similar sentiment,  

We could boast that we had Ash Barty playing, the world number one ... We had the top 

four out of five [female ranked players] playing …We just had such a strong field that 

anyone who loves tennis or was into tennis around the world would see how strong the field 
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was. It gave us the opportunity to promote the women and really brag about how big it was. 

Ash Barty definitely helped, she’s the one we all have to leverage at the moment. 

Coercive power had the greatest impact on stakeholder salience as the threat posed by the 

ATP to host the ATP Cup in another country forced TA to make unprecedented and profound 

changes to the Australian “Summer of Tennis”. Interestingly, neither utilitarian nor normative 

power had a greater influence on salience. For example, the ATP Cup and BI would not have been 

successful without the financial, physical, and human resources provided by stakeholders with 

utilitarian power, as well as the normative symbols of prestige and status held by the athletes. These 

findings contrast those of Parent and Deephouse (2007), who found utilitarian power to have the 

greatest impact on salience, followed by normative then coercive power. Therefore, the findings 

suggest that the influence of a type of power on stakeholder salience is not generalisable and 

dependent on the context of the study.  

Findings thus far have revealed that all of the key event stakeholders are in control of 

resource/s, upon which TQ is dependent for organisational success. And, as RDT theorists suggest, 

power accrues to those who control resources (Pfeffer, 1981). Considering Parent and Deephouse’s 

(2007) conclusion that stakeholders possessing more than one of Etzioni’s (1964) three power types 

are more salient, the data suggest that the ATP Cup and BI Volunteers and TQ-affiliates were the 

least salient by only wielding one power type – utilitarian. It is proposed that while multiple 

stakeholders may possess the same number of power types, they are not equal in salience. Rather, 

the interchangeability of the resource that the stakeholder contributes determines salience.  

On the one hand, the volunteers were a critical human resource for the delivery of the 

events. Nonetheless, their ability to determine outcomes with which to influence TQ is minimal as 

they are, individually, easily replaceable due to the absence of organised labour. TQ-affiliates, on 

the other hand, also do not have considerable influence over managers. Respondents expressed that 

many affiliates are volunteer led and rely on assistance from TQ Club Development Officers to help 

build organisational capacity, as well as on government funding due to expenses being higher than 

total income. For instance, respondents shared that there are specific deficiencies in the digital 

literacy of staff and volunteers of affiliates, with Respondent 15 stating that, “a lot of our clubs are a 

bit behind in that view [use of technology].” Respondent 12 further explained that they end up 

completing a fair amount of work for individual clubs as these organisations lack technical 

competencies related to technology,   

As part of our strategy we want to encourage our clubs to go more digital because 

Melbourne [TA] is doing all their campaigns digital. But, the challenge would be that the 

committee members, who are mainly volunteers who have been on the committee for years, 
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don’t even know how to use the internet ... I do work closely with them [club committee 

members]. I get on the phone with them and do it for them or I go there [the club] and show 

them how to do it on my laptop.  

These findings support those of previous studies, suggesting the adoption and use of technology 

continues to be a challenge for many staff and volunteers of community sport organisations 

(Sotiriadou & Wicker, 2013). While engaging with another entity to acquire resources reduces the 

focal organisation’s vulnerability to changes in the environment, dependence on the resource 

provider is increased (Slack & Parent, 2006). Thus, a consequence of greater dependency on 

external resource providers is a loss of autonomy and control, and subsequently, limited power 

(Pfeffer, 1981). Yet, in comparison with the events’ volunteers, affiliates have greater influence 

over TQ managers as finding more clubs, venues or centres to become affiliated is more challenging 

than recruiting individuals to volunteer for the events. Thus, TQ-affiliates’ utilitarian power, 

although still very limited, is greater in comparison to the ATP Cup and BI volunteers.  

While identifying power alone does not provide a full understanding of salience in 

organisation-stakeholder relationships, these findings provide an early indication of which 

stakeholders that TQ managers identify as important.  The contribution of power to stakeholder 

salience is dependent upon interaction with the other two attributes - legitimacy and urgency 

(Mitchell et al., 1997).  

5.4.2 Stakeholder Legitimacy 

Phillips (2003) believed that a stakeholder is normatively legitimate once obligations of 

fairness are created, that is, when the benefits of a mutually beneficial arrangement are accepted 

between the focal organisation and the stakeholder. When these conditions are met, the organisation 

has a moral obligation to attend to the stakeholder’s claims. In this case, all eight key stakeholders 

were found to be normatively legitimate as they accepted the benefits from a mutually beneficial 

arrangement with TQ, which will now be discussed. 

The ATP and WTA expect TA to produce two world-class sport events as the organiser of 

both the ATP Cup and BI, with a set of responsibilities to both governing bodies. For instance, 

tournament fees, food and accommodation for athletes, as well as event facilities and on-site 

conditions that are in line with ATP and WTA rules and regulations. As Brisbane was the host city 

for the BI and one of the host cities for the ATP Cup, TQ continued to have access to a critical 

resource, that is, star players competing in Queensland, whose normative power enhanced consumer 

demand. Thus, TQ has a moral obligation to both governing bodies, making them normatively 

legitimate stakeholders. Given that TQ is a member association of TA, this stakeholder is 

normatively legitimate as obligations of fairness have evidently been established. As Australia’s 
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NSO for tennis, TA provides much of the funding and policy frameworks to support its member 

associations, including TQ, in the delivery of national tennis participation programs. TA also 

provide other resources to its member associations including accounting, human resources, legal, 

and information technology services (Tennis Australia, 2020). By partnering with its member 

associations, TA is better able to fulfil its primary responsibility – to promote and facilitate the 

development of tennis in Australia.  

Collaboration between TQ and the Alliance is clearly beneficial to all parties, which 

respondents recognised. For example, a TQ Executive commented that, “we know how valuable the 

event is to Brisbane and TEQ, and for us, the funding they provide the event” (Respondent 17). In 

exchange for financial and human resources, the Alliance expects the ATP Cup and BI to deliver 

strong economic outcomes and destination branding for Queensland. As the organisation-

stakeholder relationship is mutually beneficial, the Alliance is a normatively legitimate stakeholder 

that TQ has moral obligations to adhere to. Also, through competing in the event, the ATP Cup and 

BI athletes earn prize money, ranking points, and compete for a championship. In return, TQ can 

promote the players to attract more spectators, which was described in the preceding section. 

Moreover, involving volunteers is a cost-effective way to run the event and in return the volunteers 

gain satisfaction from, among other things, learning new work skills and improving social skills, 

and feeling a sense of accomplishment that increases self-worth.  

Furthermore, the Queensland State Government, has an exclusive funding partnership with 

TQ, as well as six other SSOs, as part of State Government’s 10-year strategy named Activate! 

Queensland 2019-2029. To encourage Queensland residents to be more physically active, the  

the State Government will invest AUD 506.4 million among the SSOs between 2019-2022, with 

AUD 32 million allocated to TQ (Queensland Government Department of Housing and Public 

Works, 2019). It would appear that the mutual benefits of this partnership to both the State 

Government and TQ have been accepted, and therefore, this stakeholder is normatively legitimate. 

The lease agreement between Stadiums Queensland and TQ is also an arrangement with reciprocal 

rights and duties. The exchange relationship has essentially been one in which Stadiums 

Queensland has leased the QTC to TQ for the space to be used as an administrative headquarters 

and centre for the development of tennis at the grassroots and high-performance levels. In return, 

TQ promotes and develops tennis in Queensland while hosting major tennis events, which 

showcases Brisbane, generates social and economic outcomes, and utilises Stadiums Queensland’s 

facility at its optimal capacity.   

TQ-affiliates are important for the delivery of TA programs and services in order to attract 

and retain tennis players, whilst increasing the frequency of play for existing players. When a club, 
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venue or centre becomes affiliated with TQ, it gains access to a range of benefits and services 

designed to support the operations of the business. These benefits include insurance, resources, 

funding opportunities, access to club development programs, and professional advice (Tennis 

Australia, 2021). Therefore, all TQ affiliates are normatively legitimate stakeholders, in that both 

parties have accepted mutual benefits, resulting in the development of obligations of fairness. Table 

5.2 summarises the arrangements between TQ and each key event stakeholder, demonstrating TQ’s 

moral obligation to attend to their claims.  
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Table 5.2 TQ-stakeholder arrangements and benefits 

  

Stakeholder  Agreement  Benefits for TQ Benefits for the stakeholder   

  

Men’s and 

Women’s 

Professional Tennis 

Governing Bodies 

(ATP/WTA)   

 

Partnered with  

TA to host ATP 

Cup and BI 

 

Star players competed in 

Queensland  

 

Appointed an event organiser 

to stage the ATP Cup and BI 

 

 

TA   TQ deliver TA 

programs  

Receive funding, resources, 

and the policy framework 

to deliver the programs   

Tennis is promoted in 

Queensland   

 

TEQ and Brisbane 

Marketing    

(The Alliance) 

Financially  

supported the  

ATP Cup and BI 

Increased financial and human 

resources to assist with the 

events’ marketing plans  

Expected event to deliver 

strong economic outcomes  

 

ATP Cup and BI 

Athletes  

Competed in the 

BI 

Promoted the players to draw 

in spectators and increase the 

events’ commercial outcomes  

Competed for a 

championship, earned prize 

money and ranking points 

 

Queensland  

State Government  

TQ is a partner  

for Activate!  
Queensland 2019-

2029 government 

initiative  

 

Increased financial resources Expect increased  

grassroots tennis 

participation and 

accessibility to the sport 

 

Stadiums 

Queensland  

Lease the QTC 

to TQ 

 

Used for administrative 

headquarters, hosting events, 

and community usage  

QTC is used by the 

community and expect strong 

economic outcomes from 

events  

 

ATP Cup and BI 

Volunteers   

Assisted with 

tasks associated 

with the ATP Cup 

and BI 

Voluntary contribution was a 

cost-effective way to run the 

events 

Gained internal satisfaction 

e.g., new work skills, 

improving social skills, sense 

of accomplishment 

 

 

TQ-Affiliated 

Clubs,  

Venues and Centres  

Provide TA  

programs and 

services to their 

local community 

Important for attracting  

and retaining tennis players 

Access to insurance, 

resources, funding 

opportunities, club 

development programs, and 

professional advice 
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Although all stakeholders analysed were found to be legitimate, Phillips (2003) contended 

that possessing legitimacy does not necessarily equate to equal managerial consideration and 

attention. The previous section depicted the resource control and power relationship between TQ 

and its key stakeholders, and this notion is reflected in Phillips’ (2003) account of legitimacy and 

managerial attention. Phillips claimed that, “equity would better characterise the relationship such 

that each receives consideration based upon contribution to the organisation” (p.34). He provided 

the following example, “a large shareholder would justifiably receive greater voice in decision-

making and a greater share of the organisational rewards than would a small supplier or remote 

community member” (p.34). Thus, power and legitimacy are inextricably intertwined; if all 

stakeholders are legitimate, managerial attention is determined by their contribution to the 

organisation, such as the provision of critical resources. This study clearly demonstrates these ideas, 

as some stakeholders had a greater resource contribution than others, which increased their equity 

and salience to TQ managers.   

As portrayed in Table 5.2, TQ-affiliates deliver TA national programs and services in the 

state of Queensland in order to attract and retain participants. Respondent 13, part of the TQ Tennis 

Development team neatly encapsulated the importance of affiliates by describing this stakeholder 

group as, “the ones doing all the grunt work to get people to play tennis.” This perception of the 

TQ-affiliates is supported by TQ itself by referring to this stakeholder group as, “the descendants 

and founders of who we are today and how we operate” (Tennis Queensland, 2018b, p. 10). 

Nonetheless, the affiliates’ equity is limited in comparison to other stakeholders. For example, in 

respect to financial contribution, TA and government grants combined accounted for 63% and 67% 

of TQ’s total revenue in the 2018/19 and 2019/20 financial years respectively. In those same years, 

however, affiliation fees from local clubs, venues, and centres accounted for only 12% and 10% of 

the organisation’s total revenue (Tennis Queensland, 2020c).  

Meanwhile, as discussed in section 5.4.1, the resource contributions by the ATP and WTA, 

the ATP Cup and BI athletes, Stadiums Queensland, and the Alliance were invaluable to hosting the 

events. Given that greater revenue from hosting major tennis events increases TA’s financial 

distribution to its member associations, TQ’s primary revenue source (Tennis Australia, 2020), the 

resource contributions of these stakeholders are critical in maximising the income TQ receives. 

Thus, despite the fact that affiliated clubs are essential for attracting and retaining tennis players at 

the local level, TQ is evidently far more dependent on other stakeholders for its financial viability. 

By implication, TQ-affiliates have commensurately less equity and thus, less managerial attention.  

Similarly, while the ATP Cup and BI volunteers are legitimate stakeholders, their equity is 

minimal. This stakeholder group, as described in section 5.4.1, is critical for assisting with the 
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delivery of the events. However, individually, volunteers are easily replaceable, do not have a great 

voice in decision-making and lack the means to determine outcomes or influence TQ managers, 

which other stakeholders clearly possess. Therefore, their resource contribution to TQ is considered 

less than the other key event stakeholders.  

In addition to understanding the interaction between power and legitimacy in the evaluation 

of stakeholder salience, Mitchell et al. (1997) suggested it is necessary to understand how these 

attributes combine with the urgency of the stakeholder’s claim, a subject which we now turn to.  

5.4.3 Stakeholder Urgency 

Stakeholder urgency is defined as, “the degree to which stakeholder claims call for 

immediate attention,” and only exists when the claim or relationship is: (1) time sensitive; and, (2) 

critical to the stakeholder (Mitchell et al., 1997, p. 864). Although all eight stakeholders’ claims 

were perceived as critical, the temporal element of the urgency criteria was only fulfilled by five 

stakeholder groups: the men’s and women’s professional tennis governing bodies, TA, the Alliance, 

and the ATP Cup and BI athletes and volunteers. Any delay or non-compliance by TQ toward these 

stakeholders’ claims would have been unacceptable to the stakeholder due to the limited event 

planning and operation period.  

As described in Chapter Four, the growing pressure from players, sponsors, and other key 

stakeholders for the ATP Cup to be a success drove the ATP to collaborate with TA in planning the 

tournament. As TQ was involved in the planning and operations of the tournament, respondents 

emphasised the importance and time sensitive nature of the planning process, “We knew from as 

soon as the event was confirmed that it would be a very short year and a half to turn it around …. 

There’s obviously the ATP and other stakeholders that need to have a say and need to be part of the 

planning process” (Respondent 2). Respondents further emphasised the proactive efforts TA took to 

ensure TQ prioritised the consistency of event elements with the other two ATP Cup host cities 

during the planning process, demonstrating the claim’s urgency: 

It's [the ATP Cup] across three cities of the country, which means that there is more to gain 

and more investment from TA. So, having that priority of being consistent and making sure 

each of the three cities are successful has certainly meant that they've really needed to put 

more resources, more investment, and more focus into each city and not necessarily leave us 

to our own as much (Respondent 2). 

With regard to the Alliance, the request of incorporating the players into destination 

marketing content was a strategy this stakeholder found critical in enhancing the appeal of 

Queensland, as noted by Respondent 9, “Where we [the Alliance] can really see value and try to get 

it [the destination] in more organically is when we have the athletes within an experience or 
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location and then the destination shines through what the athlete is doing.” Respondent 14, part of 

TQ Marketing, commented on the short period of time in which TQ had access to the players, 

reflecting the time-sensitivity, and thus, urgency, of the claim,  

We focus so heavily on the promotions of the stakeholders [the Alliance] usually a week and 

a half before the tournament starts. The players are here practicing before the tournaments 

and we have very little access to the players because they’re in tournament mode and have 

their routines. We have to make the most of the time from when they land to when the 

tournament starts, so that’s really the challenge.  

In addition, as the 2020 tournament was the first edition of the ATP Cup and newly-

formatted BI, respondents emphasised how some of the volunteers did not understand the changes, 

nor how these changes would impact their role: 

There was a feeling out in the volunteer community that they weren’t sure what the event 

was … we often got comments that they weren’t too sure what to expect when they turned 

up. There was an education for us and then we had to then work out and educate the 

volunteers at the same time. It was always going to be hard with this being the first year. 

Like, what is the ATP Cup and how has it changed the BI? (Respondent 4).  

Thus, educating the volunteers about the format of the events and any other changes was both 

critical and time sensitive due to the finite volunteer orientation period. Furthermore, as described in 

section 5.4.1, the BI athletes publicly expressed their concerns in media conferences regarding 

unfair treatment over the tournament’s scheduling in comparison to the ATP Cup. This claim 

required immediate attention and was critical to the women as it is reasonable to assume that if they 

felt their concerns were not acknowledged by TQ, their negative experience could deter them from 

competing in the BI in following years. As indicated by Respondent 14,  

We knew that was going to be a problem months and months out and could predict that 

journalists were going to ask about it. All of us [TQ and selected stakeholders] got together 

to figure out some agreed lines we wanted to put out … We try to prevent stories from 

blowing up and if they do blow up, then we deal with it and you just have to make sure you 

come out of it the best you can.  

Indeed, TQ CEO and ATP Cup Brisbane and BI tournament director Mark Handley, described the 

tournaments’ scheduling to news outlets as the result of a “transition period,”  

In this transitional period, we have extended the offering of world-class tennis to 10 days. 

During this time, both men and women will take centre stage. From Thursday, there will be 

exclusively women's matches on PRA, with more women's matches played on centre court 

than in previous years (Lutton, 2020, ¶ 6). 
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As a partner in the delivery of the Activate! 2019-2029 strategy, the State Government 

requested for TQ to aim for an increase in school student tennis participation and make the sport 

more accessible to Queenslanders, with TQ to deliver progressive results until 2022 (Queensland 

Government Department of Housing and Public Works, 2019). Although the claim was not time 

sensitive for the State Government in that the objectives could be met progressively, the criticality 

of the claim is obvious; with a significant investment into TQ, the State Government wants to see a 

positive return on that investment in terms of increased tennis participation. Therefore, this 

stakeholder’s claim does not carry urgency as it does not fulfil the criteria of being time sensitive 

and critical. Although it was important to Stadiums Queensland for TQ to demonstrate effective use 

of the QTC and to show financial sustainability, there was no deadline for TQ managers to 

demonstrate this. Rather, this stakeholder’s requests were to be met progressively over time, thus 

minimising urgency. Moreover, supporting TQ-affiliates in their organisational capacity building 

efforts was also critical, and was included as a strategic objective in TQ’s 2017-20 strategic plan 

(Tennis Queensland, 2020c). However, as the strategic objectives were to be achieved over a three-

year period, TQ-affiliates were aware that capacity deficiencies would not be resolved instantly 

across the state. Thus, any immediate delays in TQ managers attending to this issue were not 

considered unacceptable by this stakeholder group and the claim was not considered as time 

sensitive. Table 5.2 summarises each stakeholder’s claim and classifies it is as time sensitive and/or 

critical, indicating if the stakeholder possessed urgency.    

With each key stakeholder’s power, legitimacy and urgency attributes identified, their 

respective levels of salience can be determined based on the combination of these attributes. Also, 

the impacts of TQ’s increased organisational complexity on these findings can be considered.  
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Table 5.3  

Urgency of key event stakeholders’ claims  

Stakeholder 

 

Claim 

 

Time sensitivity and/or 

criticality  

 

Men’s and 

Women’s 

Professional Tennis 

Governing Bodies 

(ATP/WTA) 

 

Requested to collaborate closely with TA/TQ on the 

planning and operations of the ATP Cup 

 

Time sensitive 

Critical 

 

TA 

 

Requested consistency of event elements across the 

three ATP Cup cities (e.g. signage, dining options, 

court design and layout) 

 

Time sensitive 

Critical 

 

TEQ and Brisbane 

Marketing 

(The Alliance) 

 

Requested for TQ to take players off-site prior to 

the commencement of the ATP Cup and BI to an 

experience or location in order to capture content in 

which the destination is showcased with the players 

 

 

Time sensitive 

Critical 

 

ATP Cup and BI 

Athletes 

Voiced their negative experience to the media of 

the unequal treatment in court scheduling between 

themselves and the ATP Cup athletes 

Time sensitive  

Critical 

 

Queensland State 

Government 

 

As a partner in the Activate! Queensland 2019-2029 

strategy, the State Government requested 

for TQ to aim for an increase in school student 

tennis participation and make the sport more 

accessible to Queenslanders 

 

Critical 

 

Stadiums 

Queensland 

 

Under the terms of the lease agreement, Stadiums 

Queensland requires TQ to demonstrate a 

financially sustainable operation of the QTC 

 

Critical 

 

ATP Cup and BI 

Volunteers  

 

 

Requested to be well educated of the format of ATP 

Cup and any changes regarding the BI 

 

 

Time sensitive 

Critical 

TQ-Affiliated 

Clubs, Venues and 
Centres 

 

Requested support in building organisational 

capacity 

Critical 

 

Table 5.3 Urgency of key event stakeholders’ claims 
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5.5 The Complexity of TQ’s Stakeholder Environment 

The preceding discussion examined TQ’s key stakeholders according to the stakeholder 

identification and salience model developed by Mitchell et al. (1997). As outlined in Chapter Two, 

to determine stakeholders’ relative importance, the authors developed eight classes within which to 

place stakeholders, based on their possession of one, two or all three attributes (power, legitimacy, 

and urgency). Table 5.4 presents a summary of the stakeholders, their respective attributes, 

stakeholder class, and salience level.  

 

Table 5.4  

TQ’s key stakeholders’ attributes, class, and salience level 

Stakeholder 

 

Power Legitimacy Urgency Class Salience 

 

Men’s and Women’s 

Professional Tennis 

Governing Bodies 

(ATP/WTA) 

 

X 

 

X 

 

X 

 

Definitive 

 

High 

 

TA 

 

X 

 

X 

 

X 

 

Definitive 

 

High 

 

TEQ and Brisbane 

Marketing 

(The Alliance) 

 

X 

 

X 

 

X 

 

Definitive 

 

High 

 

ATP Cup and BI 

Athletes 

 

X 

 

X 

 

X 

 

Definitive 

 

High 

 

ATP Cup and BI 

Volunteers 

 

X 

 

X 

 

X 
 

Definitive 

 

High 

 

Queensland State 

Government 

 

X 

 

X 

 

- 

 

Expectant - 

Dominant 

 

Moderate 

 

Stadiums Queensland 

 

X 

 

X 

 

- 

 

 

Expectant - 

Dominant 

 

Moderate 

 

TQ-Affiliated Clubs, 

Venues and Centres 

 

 

X 

 

X 

 

- 

 

Expectant - 

Dominant 

 

Moderate 

 

Note. X indicates the presence of an attribute and - indicates the absence of an attribute  

Table 5.4 TQ’s key stakeholders’ attributes, class, and salience level  
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Although TQ-affiliates were classified as an expectant-dominant stakeholder with moderate 

salience, along with the Queensland State Government and Stadiums Queensland, this stakeholder 

group carried the least salience overall. As highlighted in section 5.4.1, stakeholders that possess 

more than one of Etzioni’s (1964) power types (coercive, utilitarian, normative) are more salient 

(Parent & Deephouse, 2007). Therefore, while TQ-affiliates exerted utilitarian power, they had less 

influence in comparison to the State Government and Stadiums Queensland, both of whom 

possessed normative as well as utilitarian power. Moreover, although these three stakeholders were 

found to be legitimate, TQ-affiliates’ equity (based on resource contribution) was limited in 

comparison to these stakeholders. As a result, though they are the key conduit through which new 

participants enter the sport, TQ-affiliates were perceived as the least salient stakeholder by TQ 

managers. Indeed, the findings indicate that TQ managers had no option but to fulfil the obligations 

of other key event stakeholders.  

As 2020 marked the first edition of the revamped ATP Cup and newly-formatted BI, there 

was increased expectations and needs from key stakeholders that TQ managers had to satisfy. For 

instance, as the ATP Cup was hosted across three Australian cities, respondents acknowledged that, 

“the global audience that will come with this event meant that there was more to gain and more 

investment by TA in it [the ATP Cup] being successful and consistent across the cities” 

(Respondent 2). TQ was aware of the criticality of hosting a successful event stage in Brisbane, 

thus, TA’s request of consistency of event elements across the three host cities was an urgent 

stakeholder expectation. By possessing normative power as the national governing body and 

tournament organiser, as well as utilitarian power through providing all the resources required to 

host the ATP Cup and BI, if TQ did not prioritise TA, then their relationship, as well as future 

major tennis events in Brisbane, would have been jeopardised. Thus, in order to fulfil the demands 

of TA, TQ had to ensure its funding partners (State Government and the Alliance), the events’ 

athletes and volunteers, and the facility owner (Stadiums Queensland), were all paid great attention.  

 Furthermore, Parent et al. (2018) contended that, in light of a new operational era for sport 

organisations, new and non-traditional stakeholders have increased in salience. However, this study 

has shown that new roles for traditional, existing stakeholders have also resulted in their increased 

salience. For instance, the ATP has traditionally contracted with tournament organisers to deliver 

ATP events, and aside from their influence through rules and regulations for organisers, the 

governing body has not typically been as closely involved in event planning and operations. 

However, in response to pressures from male tour players, the ATP developed the ATP Cup in 

accordance with the players’ suggestions regarding the virtues of having a team event to open the 

season that not only enabled the accrual of individual tour points, but added the extra pull factor of 



 109 

promoting a sense of nationalism (ATP Tour, 2018). Therefore, the growing pressure from players, 

sponsors, and other key stakeholders for the event to be a success drove the ATP to closely 

collaborate with TA in planning the tournament, thus highlighting an example of a new role 

emerging for a traditional, stakeholder in the modern operating environment of sport organisations.  

 According to Parent et al. (2021), the complexities inherent in the current stakeholder 

environment in which NSOs operate impacts organisational processes and performance. In line with 

this argument, given the existence of more powerful and urgent event stakeholders, TA’s intention 

for its member associations to make supporting affiliated clubs a key priority was adversely 

affected, with this stakeholder group being identified as the least salient stakeholder. Therefore, 

questions about how stakeholder salience impacted TQ’s ability to build affiliates’ capacity for 

event leveraging for desired participation outcomes come to the fore, and these are addressed in the 

ensuing chapter.  

5.6 Chapter Summary 

 This chapter first established the nature of TA’s decision to partner with the ATP to host the 

ATP Cup, highlighting TA’s dependence on the male governing body for star players to compete in 

Australia annually in January. Following the identification of TQ’s event stakeholders of the 2020 

ATP Cup and BI, the subsequent sections examined the key stakeholders’ attributes according to 

Mitchell et al.’s (1997) power, legitimacy, urgency framework to determine their salience to 

managers. The most noteworthy finding to emerge from the analysis was that, despite TQ 

professionalising operations at the grassroots level, TQ-affiliates were still perceived as the least 

salient stakeholder. Indeed, due to the complexity of the stakeholder environment in which TQ 

operates, managers were required to meet the demands of more powerful and urgent stakeholders. 

Having determined TQ’s key event stakeholders’ relative levels of salience, Chapter Six now 

examines the impact of their perceived importance on efforts to leverage the ATP Cup and BI to 

enhance participation.  
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Chapter Six: The relationship between stakeholder salience and event leveraging for 

participation outcomes 

6.1 Chapter Overview 

Where the focus of Chapter Five was on how increased organisational complexity 

influenced the prioritisation of key event stakeholders, Chapter Six builds understanding around 

how stakeholder salience impacted efforts to leverage the ATP Cup and BI for enhanced grassroots 

tennis participation. Specifically, this chapter addresses the third research question: How does 

stakeholder salience change when an SSO seeks to leverage a sport event for participation 

outcomes? The chapter first explores TQ’s 2017-20 Strategic Plan and the objectives surrounding 

hosting major tennis events. The sections that follow then detail TQ’s strategies and tactics to 

leverage the BI in previous years, before moving onto the 2020 context that featured both the 

nascent ATP Cup and the BI, with the same aim to attract new participants as well as reward 

existing ones. A discussion of how stakeholder salience influenced TQ’s efforts to effectively 

leverage the ATP Cup and BI to enhance participation then follows. The chapter concludes by 

explaining how TQ assessed the impact of the events on building participation.  

 

6.2 TQ 2017-2020 Strategic Plan  

As the TQ 2014-2017 Strategic Plan cycle was drawing to an end, TQ performed an 

extensive consultation process with selected stakeholders, including members, players, 

administrators, and coaches, to design a new plan “from the ground up” for the 2017-2020 period 

(Tennis Queensland, 2018b, p. 10). The vision for the new strategic plan, which was enacted in the 

2017/18 financial year, was to,   

… make tennis Queensland’s most engaging sport. Our vision is to create a sport that 

delivers tennis experiences that engage all Queenslanders from ANZ (Australia and New 

Zealand Banking Group Limited) Tennis Hot Shots kids starting their tennis journey, fans at 

the Brisbane International, performance players in our National Academy, through to our 

thriving tennis senior’s competitors (Tennis Queensland, 2017, p. 8, parentheses added). 

According to TQ, the strategic plan would guide the organisation’s future direction, ensuring that its 

limited resources are effectively utilised in order to deliver the greatest possible outcomes for TQ-

affiliates (Tennis Queensland, 2017). In terms of achieving this vision, three key strategic objectives 

were identified: (1) developing programs and pathways; (2) growing and supporting the delivery 

network; and, (3) investment in facilities and their management. These objectives would then form 

three pillars: Products, People, and Places, each with its own set of strategic objectives and focus 
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areas (Tennis Queensland, 2018b). And, while describing each individual pillar would provide a 

comprehensive understanding of TQ’s overall strategic direction, doing so is beyond the scope of 

the present research. Therefore, only Products (developing programs and pathways) will be 

discussed in this case as it is the only pillar that addressed strategic goals in relation to stimulating 

participation outcomes from hosting major tennis events. An overview of this pillar is presented in 

Table 6.1.  

 

Table 6.1 

Objectives and focus areas of Products pillar  

Pillar 1 (Products) - Developing programs and pathways 

Objective 1 Objective 2 Objective 3 

 

Deliver relevant and targeted 

programs to attract 

participants 

 

 

Offer playing opportunities 

for people of all ages and 

abilities 

 

Utilise major events to 

showcase tennis 

Focus Area Focus Area Focus Area 

 

• Hot shots – making it easy 

for kids to learn and play 

tennis 

• Book a court – creating an 

avenue for players to play 

representative tennis 

• Tennis in schools – 

supporting schools through 

the provision of court access 

to social players 

 

• Player pathway – boosting 

the participation pathway 

for players of all levels 

• Team tournaments – 

creating an avenue for 

players to play 

representative tennis 

• Leagues – playing 

competitively or socially on 

a regular basis 

 

• International – delivering 

iconic sporting events that 

inspire participation 

• National – promoting tennis 

at our national events 

• Regional – bringing 

communities together 

Table 6.1 Objectives and focus areas of products pillar 

Note. Adapted from “Tennis Queensland 2017-2020 Strategic Plan in Review” by Tennis 

Queensland, 2020b, (https://www.tennis.com.au/qld/files/2021/03/Strategic-Review-2017-

2020.pdf). Copyright 2020 by Tennis Queensland. Adapted with permission.  

 

https://www.tennis.com.au/qld/files/2021/03/Strategic-Review-2017-2020.pdf
https://www.tennis.com.au/qld/files/2021/03/Strategic-Review-2017-2020.pdf
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As seen in Table 6.1, international, national, and regional events were identified as means to 

meet objective three - utilising major events to showcase tennis. As the ATP Cup and BI are both 

international events, the international focus area of “delivering iconic sporting events that inspire 

participation” is most relevant in this case. The words “delivering” and “inspiring” are used to 

describe this focus area in the Strategic Plan, with no reference to event leveraging, that is, 

formulating and implementing strategies and tactics to achieve desired event outcomes (Chalip, 

2004; O'Brien & Chalip, 2007). Therefore, this outlook implies that TQ assumed that merely 

hosting international tennis events would prompt those exposed to the events to get involved in 

tennis or increase their existing involvement.  

In essence, TQ managers developed the Strategic Plan believing that the “trickle-down” 

effect (Hindson et al., 1994; Weed et al., 2015) was the best approach to grow the sport through 

major tennis events. As demonstrated in Chapter Two, there is little empirical evidence to support 

the premise that hosting sport events inherently results in positive participation outcomes (e.g., 

McCartney et al., 2013; Taks et al., 2014; Veal et al., 2012; Weed et al., 2015). Thus, scholars have 

argued that sport event stakeholders must leverage events to maximise the participation 

opportunities they afford (Taks et al., 2014; Weed et al., 2015). As Misener et al., (2015) argued,  

Strategic leveraging for sport participation first requires a change of mindset … sport 

managers must move beyond the notion of the trickle-down effect being the way to develop 

sport, and embrace the opportunity of events to develop means of increasing sport 

participation (p.152). 

While TQ’s Strategic Plan implies a reliance on the “trickle-down” effect to attract new participants 

to the sport, findings indicate that TQ does in fact recognise the importance of leveraging major 

events for sport participation, as evidenced by previous attempts to implement strategies and tactics 

during the BI.  

6.3 Previous Efforts to Leverage the BI to Enhance Participation 

TQ implemented the “Have a Hit on Us” and “Kids Tennis Day” initiatives at the BI from 

2017-2019 and 2011-2018, respectively, to leverage the event for sport participation. A discussion 

of these two initiatives and their respective impacts on Queensland tennis participation numbers 

now follows.   

6.3.1 Have a Hit on Us 

Potwarka et al. (2020) suggest that providing voucher-based incentives can be an effective 

leveraging strategy to maximise participation outcomes from sport events as this type of strategy 

can eliminate barriers that may impede individuals from starting to participate in a sport. These 
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barriers can include the associated monetary costs, the effort involved in finding a venue or facility 

to participate in the sport, and determining which type of program to join (Potwarka et al., 2020). 

TQ did, in fact, offer a voucher-based incentive during the 2017, 2018, and 2019 BI tournaments, as 

a strategy to build participation. As part of the “Have a Hit on Us” campaign, all BI attendees were 

provided the opportunity to present their ticket to participating clubs for one to two hours of free 

court hire, redeemable up to two months post-event. As all BI attendees were able to redeem the 

offer, this campaign was not targeted towards a specific demographic, but rather to BI attendees in 

general. To generate interest in the initiative, on-site activations were held, flyers were distributed at 

the event site, advertising was displayed on the digital screens between matches, and an email was 

sent to ticket holders explaining more about the initiative (Tennis Queensland, 2018a, 2019a). 

According to TQ, the ticket holders would go to their local affiliated tennis club and “have a hit;” 

the clubs’ respective ambassadors would then provide further information to the nascent enthusiasts 

regarding ongoing participation (Tennis Queensland, 2018b).  

Chalip et al. (2017) argued that for event leveraging to be effective, collective action from a 

shared strategic vision is required amongst the stakeholders involved in the leveraging process. 

Likewise, Taks et al. (2018) contended that it must be a common understanding amongst local sport 

organisations that the benefits of increased participation from hosting an event can only come to 

fruition through sustained and purposeful effort by stakeholders at multiple levels. In the case of 

this research, findings revealed that the majority of the approximately 250 TQ-affiliated clubs, 

venues, and associations did not view “Have a Hit on Us” as a worthwhile initiative to engage in, as 

only 22, 50, and 23 affiliates participated in 2017, 2018, and 2019, respectively (Tennis 

Queensland, 2018a, 2019a). This low engagement is in part attributable to the fact that, in order to 

participate in the Have a Hit on Us campaign, TQ-affiliates were required to provide free court hire 

to ticket holders with no immediate incentive. As court fees are a revenue source for community 

sport clubs and many of these organisations already face financial difficulties (Breuer & Wicker, 

2011), participating affiliates had to be prepared to risk a loss in revenue as managers were 

expected to give away free court space that otherwise may have had paying customers.  

Also, there were obvious integration problems apparent. For example, respondents noted 

that many volunteer-led affiliates were hesitant to manage and implement new strategies, such as 

Have a Hit on Us, due to a simple lack of understanding of the basic aims and objectives of the 

program. Respondent 15, part of TQ Marketing, shared: 

We know we have to get clubs to think differently about how they recruit their members … 

One of the troubles we run into when we try to implement change or innovative programs is 

that a lot of the clubs are run by volunteer committees who just don’t have the time or 
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experience to understand what we’re asking them to do and don’t have the incentive to do it. 

For them, the easiest road is the best road. That’s not the case for all of the clubs, but for 

those that are run by volunteers, it’s a problem. 

Respondent 11, part of TQ Tennis Development, shared a similar sentiment, “Particularly at clubs 

and centres, there’s always one key person behind the operations. They already have a bursting at 

the seams program on their hands as it is. So, trying to get them to do something they’re not 100% 

familiar with, and do it the right way, is a struggle.” These findings demonstrate the concern of 

Chalip et al. (2017), that the limited organisational capacity (i.e., physical, financial and knowledge-

based resources) of local clubs can have a crippling effect on the effectiveness of sport events being 

leveraged to create participation opportunities.  

It is also worth noting that while each TQ region (i.e., Metropolitan, Gold Coast, Sunshine 

Coast, South, Central, North, and Far North) was represented among the limited number of 

participating affiliates, the free court hire offer was exclusive to BI attendees. As the BI is hosted at 

the QTC in Brisbane, individuals who were exposed to “Have a Hit on Us” were ostensibly 

residents local to the south-east Queensland region, and thus, the leveraging strategy primarily 

benefitted affiliates located in this area. This concern was highlighted by Respondent 10, a TQ 

Executive, “A lot of the benefits of Brisbane tennis, or the ATP Cup and BI, tends to go to south-

east Queensland clubs because they’re closest to the event.” The identified issues of volunteer-led 

clubs’ unwillingness to participate due to limited organisational capacity, particularly a lack of 

knowledge-based resources, as well as the fact that the initiative’s benefits were largely confined to 

BI ticket holders and affiliated clubs in the southeast Queensland area, helps to shed further light on 

why local clubs were evidently hesitant to embrace this particular event leveraging initiative.  

Turning now to the improvement in affiliate engagement and the impact of the initiative, 

although only 22 affiliates took part in Have a Hit on Us in 2017, this number rose significantly to 

50 participating affiliates in 2018. This increase was explained by the fact that TQ offered 

“benefits” to affiliates as an incentive to be involved in the initiative. These “benefits” included 

affiliates being able to attend a free webinar and workshop that was specifically designed to 

enhance affiliates’ knowledge and skills by educating them on how to convert the free court hire 

users into paying customers. In addition, affiliates who attended the workshop received a free fence 

banner to display at their club, venue, or centre to promote Have a Hit on Us (Tennis Queensland, 

2018a). Although affiliate engagement in the initiative increased as a result of TQ offering the 

workshop and banner, only 16,445 of the 96,000 BI attendees in 2018 provided TQ their email 

addresses to receive information regarding Have a Hit on Us. Of these thousands of emails sent, 

only 1,016 were opened (Tennis Queensland, 2018a). The number of people who redeemed the 
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voucher and went on to regularly participate in the sport among the 1,016 email recipients is 

unclear. Therefore, the best estimate, and evaluation of the initiative, is that less than one percent of 

the 96,000 ticket holders redeemed the free court hire offer in 2018.  

As Hoskyn et al. (2018) pointed out, it is difficult to make any conclusions regarding these 

types of figures, “as there are no relevant ‘industry’ standards for formal benchmarking or 

comparison” (p.210). However, less than one percent of exposure is far less than the ten percent 

Hoskyn and colleagues reported in their study of leveraging participation from two medium-sized 

sport events. Therefore, based on available evidence, it can be surmised that TQ’s attempts to 

leverage past BI events through the Have a Hit on Us initiative have been ineffective in 

considerably increasing tennis participation in Queensland.  

6.3.2 Kids Tennis Day 

According to Teare and Taks (2021), “the use of similar strategies to elicit participation at a 

population level is ineffective; different populations need different stimuli to elicit participation 

outcomes” (p.11). Consistent with this notion, TQ implemented a different initiative to that of Have 

a Hit on Us that was specifically aimed to recruit youth participants. Through 2011 to 2018, TQ 

designated one day of the BI as “Kids Tennis Day,” where youth aged 16 and under could engage in 

a variety of activities at the QTC when accompanied by a paying adult. The activities offered 

included Hot Shots sessions with professional players and coaches who offered tennis tips and 

skills, mini courts, autograph signing sessions with professional players, virtual reality tennis, 

fastest serve competitions, face painting, rock climbing, a jumping castle, and musical 

entertainment (Brisbane International Tennis, 2017a, 2018).  

Hot Shots is the sport’s entry point for primary (elementary) school aged children (12 and 

under) that uses modified rules and equipment tailored to age and skill, such as smaller sized tennis 

nets, racquets, and balls. The Hot Shots program is effectively unrelated to the BI or any major 

tennis event, but it a standalone development program. Therefore, the ultimate aim from Kids 

Tennis Day was to showcase the Hot Shots program and encourage the youth attendees to sign up to 

the program at their nearest club (Tennis Queensland, 2018b). As former BI tournament director 

Cameron Pearson put it, “Kids Tennis Day is an opportunity to give kids a taste of tennis and allow 

some children to pick up a racquet for the first time …We hope to see this experience catapult a 

lifetime in the sport for the next generation of Grand Slam champions” (Brisbane International 

Tennis, 2017b, ¶ 11).  

Up to 13,000 patrons, including both children and their accompanying adults, were exposed 

to Kids Tennis Day annually (Tennis Queensland, 2017, 2018b). However, as the day was not 

exclusive to only prospective youth participants, the effectiveness of the initiative in attracting new 
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participants was minimised. As TQ did not publish specific figures on how many children signed up 

to the Hot Shots program directly as a result of Kids Tennis Day, it is difficult to ascertain the 

effectiveness of this strategy. There are, however, figures available indicating the overall number of 

individuals who either registered with TQ or participated in the Hot Shots and Cardio Tennis (adult 

program) programs from the 2011/12 to 2018/19 financial year (see Figure 6.1).  

 

Figure 6.1  

TQ Participation Trends  

Note. aTennis Queensland (2012, p.17). bTennis Queensland (2013, p.4). cTennis Queensland 

(2014, p.1). dTennis Queensland (2015, p.4). eTennis Queensland (2016, p.4). fTennis Queensland 

(2017, p.4). gTennis Queensland (2018b, p.6). hTennis Queensland (2019b, p.6). (Tennis 

Queensland, 2012, 2013, 2014, 2015, 2016, 2017, 2018b, 2019b) 

As Figure 6.1 demonstrates, the number of individuals who either registered with TQ or 

participated in Hot Shots and Cardio Tennis (adult program) has evidently increased over the last 

decade, particularly in recent years. As seen in Figure 6.1, participation surged by 74%, from 

approximately 75,000 to 131,000 individuals between 2015/16 and 2016/17. Total participants 

continued to climb during the following two years, reaching a total of approximately 170,000 

Figure 6.1 TQ participation trends 
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participants in 2018/19. However, TQ has credited participation growth in recent years to increasing 

the number of school partners to deliver the Hot Shots program, not solely from initiatives to 

leverage major tennis events, such as Kids Tennis Day and Have a Hit on Us.  

As outlined in Chapter Two, the Australian sport system features Sport Australia, a 

government body that comprises the ASC, and is responsible for fostering increased sport 

participation and capability in Australia through investing in NSOs (Australian Sports Commission, 

2021a). Sport Australia has partnered with more than 35 Australian NSOs to deliver Sporting 

Schools, an AUD 400 million initiative started in 2015 that allows allied organisations, such as 

SSOs, to partner with primary and secondary schools to deliver sport within their respective 

curricula during school hours (Australian Sports Commission, 2021b). The goal of the Sporting 

Schools program is then for the participants to transition from the school program into one of their 

sport’s local clubs to facilitate ongoing participation (Sport Australia, 2021). TQ focused on 

utilising the Sport Australia Sporting Schools program to boost youth participation (Tennis 

Queensland, 2017), which the organisation reportedly achieved. As stated in TQ’s 2017/18 Annual 

Report, “Whilst our club membership remained steady, recording small growth across metro 

affiliates, the increase was largely on the back of school participation numbers” (Tennis 

Queensland, 2018b). From 2015/16 to 2018/19, school partners increased from 270 to 580, 

reflecting the significant increase in participants as illustrated in Figure 6.1.  

It is important to note that while this growth in participation seems promising, TQ 

acknowledged that these figures might not be entirely credible as they are based on a combination 

of recorded and unsubstantiated “anecdotal” reports from school partners, “The significant growth 

can be attributed to the survey results of our Primary School Partners who have provided anecdotal 

participation numbers in the curriculum” (Tennis Queensland, 2017, p. 13). Thus, the total number 

of TQ registered players, Hot Shots, and Cardio Tennis participants presented should be treated 

with caution. Furthermore, schools who partner with TQ as part of Sporting Schools are only 

required to deliver one 45–60 minute tennis session per week over four weeks (Sport Australia, 

2021). Thus, many of the school participants included in the figures reported by TQ are only tennis 

“participants” for four hours of a single school term.  

Evidently, TQ demonstrated its strategic approach towards utilising the Sporting Schools 

program to enhance participation, as the number of partnerships with schools and youth participants 

increased. However, managers’ attempts to formulate and implement strategies to leverage major 

tennis events to increase Queensland’s number of tennis participants, particularly through the Have 

a Hit on Us and Kids Tennis Day initiatives, ultimately had very little impact on participation. The 

national TA-led structure involved new professionals being hired and a claimed greater focus on 
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grassroots development among its member associations, including TQ (Tennis Australia, 2020). 

The following section, therefore, analyses the initiatives implemented by TQ post-restructure in an 

attempt to leverage the ATP Cup and BI to enhance participation.  

6.4 Efforts to Leverage the 2020 ATP Cup and BI to Attract New Participants 

 The 2020 ATP Cup and BI was recognised by respondents to be an opportunity for leverage 

to increase participation. When speaking about her role in the TQ events department, Respondent 

10 stated, “part of my role is to bridge the gap and best leverage the ATP Cup and BI for the sport. 

So, how to get people engaged in tennis, as a fan or as a player at their local club.” Other responses 

to questions about TQ’s intent to leverage for participation outcomes, “it’s an opportunity for TQ to 

leverage off the event and make people aware there’s a facility here, of the local clubs in the area, 

and that there’s opportunities for people to play tennis and any programs that we have” (Respondent 

1), and “there’s quite a few things that we do to leverage the event for the grassroots” (Respondent 

7).  

As such, during the 2020 ATP Cup and BI, TQ implemented a number of strategies and 

tactics in an attempt to leverage the events for participation outcomes. These efforts included 

strategies targeted towards attracting new participants, as well as to reward and retain existing ones. 

The following sub-sections address the efforts to attract new participants, which included Open 

Court Sessions, the Tennis Clubhouse and Game, Set, SPLASH! zones. Section 6.5 will discuss 

strategies implemented to retain existing participants, including Kids on Court, the Our Team Spirit 

campaign, and the BI Schools Challenge. 

6.4.1 Open Court Sessions 

Timed to coincide with the 2020 Australian Open and its lead-in events, TA announced the 

launch of a new national program, namely, Open Court Sessions. Specifically designed for adults of 

all skill levels, the program required affiliated clubs, venues, and centres across Australia to host 

90-minute sessions consisting of tennis and socialising, with equipment, food, drinks, and music all 

provided for a nominal fee (Tennis Queensland, 2020a). To generate public interest in the program, 

TA collaborated with Landor and Fitch, a brand consulting and design agency, to create the “Get 

Your Racquet On” campaign, which was rolled out during the 2020 Australian Summer of Tennis 

events, including the ATP Cup and BI (Landor and Fitch, 2020). As part of the campaign, TQ held 

two free Open Court Sessions at the ATP Cup and BI in which anyone could attend regardless of 

whether they had purchased a ticket to the events. The intention of hosting the promotional Open 

Court Sessions was to convert the participants to club participants. Before exploring the 
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effectiveness of this leverage strategy, it is important to understand why this new national program 

was initially created.  

According to former TA Chief Tennis Officer Matt Dwyer, the Open Court Sessions 

program was developed after an extensive research and consultation process revealed that low adult 

tennis participation numbers were attributed to perceived barriers to participation that prevented 

individuals from playing; specifically, reluctance to commit to joining a club, lack of equipment, 

difficulty in sourcing playing partners, and court bookings: 

We’re delighted to announce Open Court Sessions as a fresh new way to get more adults 

back into the sport … Most importantly, it fits in to today’s busy lifestyles. Our research 

shows that people are time poor and they want flexibility and fun with their fitness routines, 

and Open Court Sessions fits that criteria – just book online and rock up to your local tennis 

club (Tennis Queensland, 2020a, ¶ 6, 7 and 8).  

The national launch of Open Court Sessions also saw the introduction of many affiliates to using 

digital platforms which, according to TA and TQ, “supports clubs in offering online court bookings 

and memberships as well as strengthening their digital presence” (Tennis Australia, 2020, p. 29); 

and helps, “make playing and interacting with tennis easier for all fans and administrators of the 

sport” (Tennis Queensland, 2020c, p. 5) 

Scholars have contended that for participation-based event leveraging strategies to be 

effective, local sport organisations must understand the benefits of event leveraging and the effort 

required for desired outcomes to be realised (Chalip et al., 2017; Taks et al., 2018). As of January 

2020, when the ATP Cup and BI was held, 119 of approximately 250 TQ-affiliates had already 

registered to be a deliverer of Open Court Sessions in addition to their current programs (Tennis 

Queensland, 2020a). This figure demonstrates a significant interest among TQ-affiliates in engaging 

in the strategy, as it is substantially greater than the 22, 50, and 23 affiliates that took part in the 

Have a Hit on Us initiative throughout its three years of implementation. The number of people who 

attended the free Open Court Sessions at the event, let alone their conversion into participants at a 

local club, however, remains unknown.  

Strategic control systems, “provide managers information on how their strategy is faring 

before, during, and after implementation – are we achieving what we set out to achieve, and if not, 

why not? And equally, if we are actually achieving our strategic targets, what are we doing right?” 

(O’Brien et al., 2019, p.132). One key mechanism of a strategic control system is feedback controls 

that enable managers to compare outcomes from organisational activities against established goals, 

thus, allowing managers to evaluate the success or failure of strategies that have been pursued 

(Harrison & St. John, 2014). Yet, as respondents were unable to communicate to the researcher any 
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information regarding attendees’ engagement in and outcomes of the promotional Open Court 

Sessions held at the ATP Cup and BI, there is no indication that TQ had sufficiently established any 

feedback control mechanisms.  

When the researcher contacted respondents from TQ’s Executive, Tennis Development, 

Marketing and Communications, and Events departments, the respondents either did not respond or 

repeatedly directed the researcher to other employees as they could not provide an answer 

themselves. Thus, it would appear that responsibility for achieving program targets, if any were 

even established, was not assigned; and equally, review processes to evaluate outcomes were 

simply not carried out. Both of these steps are integral in establishing feedback control (Harrison & 

St. John, 2014). By implication, it is difficult to ascertain the effectiveness of this strategy in 

converting adults who participated in the promotional Open Court Sessions at the 2020 ATP Cup 

and BI to club participants.  

Additionally, respondents were unable to provide a specific explanation for TQ-affiliates’ 

increased interest in participating in Open Court Sessions in comparison to Have a Hit on Us. Given 

that Open Court Sessions is a paid program, as opposed to the free Have a Hit on Us voucher, it 

could be argued that TQ-affiliates were more inclined and motivated to offer the program as it 

potentially represented an additional source of revenue. Open Court Sessions was also not exclusive 

to ATP Cup and BI ticket holders. Therefore, affiliates may have been more willing to participate as 

the strategy was beneficial to TQ-affiliates located throughout Queensland, rather than just those in 

the south-east Queensland area.  

Although event leveraging initiatives should always be evaluated, Chalip et al., (2017) 

highlighted that organisations frequently fail to do so as suitable metrics (e.g., participation rates, 

club memberships rates, number of officials and coaches) are not identified and collected because 

these tasks require sustained purposeful effort. Clearly, the promotional Open Court Sessions held 

at the ATP Cup and BI to generate interest and subsequently participation in the program, was not 

evaluated as the number of people who attended, much less the conversion into club participants, 

was not recorded. Interestingly, this finding regarding feedback control mechanisms, or lack 

thereof, complements the earlier finding in Section 6.3.2 regarding there only being “anecdotal” 

data available regarding Queensland tennis participation numbers. TQ’s Hot Shots participation 

figures published in recent years were not based on verified facts or research, but rather on 

anecdotal data supplied by external sources, including schools, that may or may not be accurate or 

reliable. In a similar sense, as TQ managers did not establish a comprehensive strategic control 

system, their evaluation of the success of the promotional Open Court Sessions to increase 

participation would rely on anecdotal observations collected in a casual manner.  
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As respondents were unable to provide information regarding the promotional Open Court 

Sessions at the ATP Cup and BI, the researcher believed it would be beneficial to understand more 

about the success of implementing the new Open Court Sessions program in Queensland. For 

instance, gathering data on how many adults took part in the program in the months following the 

events. TA included a statement praising the program and the accompanying Get Your Racquet On 

campaign in its 2019/20 Annual Report. The national governing body claimed that, “more than 

27,000 people booked Open Court Sessions or made online court bookings, the focus of these 

campaigns. It demonstrates a significant appetite for socially focused tennis opportunities” (Tennis 

Australia, 2020, p. 29). Yet, when asked what percentage of this national figure came from 

Queensland, respondents also could not provide an answer and again, directed the researcher to 

other employees. This finding suggests that managers have no clear idea as to whether or not they 

even achieved strategic success, further emphasising the organisation’s lack of feedback control 

mechanisms. Without effective feedback controls, managers are unable to evaluate the results of 

strategies against defined goals, nor can they determine the extent of change required to improve 

future organisational activities (Harrison & St. John, 2014). Another strategy to enhance 

participation, particularly among youth attendees, was the creation of two zones within the event 

precinct, a subject to which we now turn.  

6.4.2 Tennis Clubhouse and Game, Set, SPLASH! Zones 

The 2020 ATP Cup and BI event precinct was divided into multiple sections or “zones”, as 

respondents referred to them, each serving different purposes. This study is interested in two of 

these zones - Game, Set, SPLASH! and the Tennis Clubhouse, both of which provided activities to 

engage and recruit youth attendees into tennis participation. As stated previously, TQ traditionally 

assigned one day of the BI in previous years to be Kids Tennis Day. The initiative involved a 

variety of activities being offered to youth attendees with the aim that they join the Tennis Hot 

Shots program at their local club (Tennis Queensland, 2018b). Kids Tennis Day was not continued 

in 2020 as, according to respondents, TQ did not have a sponsor for the initiative, “A lot of these 

activations change year on year depending on sponsors and the focus for that year. Each year we 

like to provide new and exciting experiences for all ticket holders – both adults and children” 

(Respondent 16). Therefore, TQ sought to expand the event site in order to offer a “kids zone” that 

would be accessible throughout whole event period,  

Traditionally, Kids Tennis Day was sponsored by one of our partners – none of our 

partnerships in 2020 included this event. We invested more money into a kids zone on site 

where we had a water park and other activations. Effectively our plan was that every day 

was Kids Day, rather than focus on one specific day (Respondent 10).  
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Hence, the Game, Set, SPLASH! zone was developed, complete with inflatable waterslides, tennis 

activities, such as speed serve, as well as live cultural music performances and a seating area. The 

zone also hosted the announcement of the BI draw, which a number of the top-ranked female 

players attended, as well as an autograph signing session. The second zone, the Tennis Clubhouse, 

also allowed youth attendees to participate in a tennis activity through the provision of mini tennis 

courts which could be used at any time throughout the event.  

Similar to the Open Court Sessions, the success of the Game, Set, SPLASH! and Tennis 

Clubhouse zones in attracting new participants is difficult to ascertain as respondents acknowledged 

that foot traffic in and out of these zones was not monitored or documented. As Respondent 10 

described, “In terms of numbers, we don’t record how many people visit each different zone of the 

site, so we won’t have that level of detail. All we could provide you with is the total number of 

people who attended the event.” This statement is concerning as it implies that TQ managers again, 

did not have strategic control systems in place to monitor achievement of outcomes in each zone in 

the event precinct, much less to track participants and their subsequent tennis participation choices. 

As feedback controls provide information to managers regarding the outcomes of organisational 

activities (Harrison & St. John, 2014), managers had little idea of how effective the activities 

offered within the Game, Set, SPLASH! and Tennis Clubhouse zones were in enhancing 

participation. These findings highlight TQ’s apparent lack of attention to strategic control 

mechanisms once more, raising further questions and doubts about whether strategic efforts to 

leverage the ATP Cup and BI to build tennis participation in Queensland were successful. In 

addition to strategies to attract new participants, managers also implemented strategies to leverage 

the event to reward existing participants, which will now be addressed.  

6.5 Efforts to Leverage the 2020 ATP Cup and BI to Retain Existing Participants 

While the promotional Open Court Sessions, Game, Set, SPLASH! and Tennis Clubhouse 

zones were efforts to leverage the ATP Cup and BI to attract new tennis participants, respondents 

expressed the importance of offering opportunities at the events to reward and retain existing club 

and school participants. These opportunities included Kids on Court, Our Team Spirit, and the BI 

Schools Challenge. A discussion of these strategies and their implications for leverage now follows.   

6.5.1 Club Participants - Kids on Court and Our Team Spirit 

Prior to the commencement of the morning and afternoon sessions on PRA and Stadium 

Court, the largest court outside PRA, TQ would utilise these facilities to host Kids on Court, an 

initiative that involved 130 existing Hot Shots participants and 12 coaches from 13 TQ-affiliates 

being invited to showcase the Hot Shots program. According to respondents, the belief was that the 
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Hot Shots players would be inspired to continue and progress to higher levels in the sport as a result 

of their involvement in the ATP Cup and BI, “We really utilise and showcase the event to some of 

our clubs, coaches, players and kids. They come to a big event like this, have the day to experience 

what it’s like, and we want them to be able to feel like, ‘this is what I’m aspiring to do’” 

(Respondent 3). Respondent 12, part of TQ Tennis Development, provided a similar sentiment:  

For additional programs run around the main tournament, we have to engage the grassroots 

… If members are involved, they feel like we are actually giving back to them. The really 

little kids, for example, if they play right through the year and then finally are invited with 

their coach to do Kids on Court on PRA before the next match, or the coin toss and getting 

to shake hands with players, it helps us with retention in the sport by keeping that interest 

for the next year.  

These findings are in accord with previous studies indicating that sport development strategies have 

typically been designed to stimulate those already involved in the sport (Misener et al., 2015; Taks 

et al., 2014). For instance, in their study evaluating the sport development impact and participation-

based event leveraging strategies implemented at the 2005 Pan American Junior Athletics 

Championships, Taks et al. (2014) stated:  

That impact seemed to be limited to current track and field athletes, enhancing the 

opportunities and skills of those already involved in the sport. These athletes were inspired 

to train harder and aspire to a higher level … Yet, there was little evidence of the event 

attracting new participants (p. 228).  

While ATP Cup and BI spectators could observe the kids playing on the courts, it is clear that the 

Kids on Court initiative largely benefitted the existing club participants more than potential recruits. 

As respondents indicated, the goal of the initiative was to reward club participants in order to 

encourage them to continue playing tennis, rather than to attract new tennis participants.  

Another strategy implemented by TQ to leverage the 2020 ATP Cup and BI to reward 

existing club participants was the “Our Team Spirit” Facebook competition. In November 2019, 

prior to the events, TQ-affiliates had the opportunity to enter this competition to win complimentary 

tickets to the ATP Cup. As part of the competition, TQ-affiliates were required to, (1) post a photo 

or video demonstrating teamwork; (2) tag TQ; and, (3) include the hashtag #OurTeamSpirit in the 

post. The eight clubs that demonstrated the best teamwork would receive complimentary tickets, as 

well as a supporter pack to represent one of the eight countries competing in Brisbane. Respondent 

15, part of TQ Marketing, described the idea behind the initiative:  

With the ATP Cup, it’s a team event. So, this year there is a new concept of marketing the 

ATP Cup to clubs under the slogan “Our Team Spirit.” We know kids like playing as part of 
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a team and we know the ATP Cup is a great showcase of that concept. We wanted to really 

hero the team aspect of playing and how fun it is to play for something bigger than yourself. 

Thus, further highlighting the aim to leverage the event to stimulate kids already engaged in the 

sport. The following sub-section analyses how TQ created opportunities to stimulate current school 

participants at the event.  

6.5.2 School Participants - the BI Schools Challenge  

In addition to Kids on Court and the Our Team Spirit competition, TQ also hosted the finals 

of the BI Schools Challenge at the event to reward school participants. The Challenge is an annual 

team-based competition open to primary (elementary) school aged players across the state. 

Queensland primary schools can nominate a team to compete in the trials, with regional winners 

earning a place in the state final held at the QTC during the BI. The competition is run in three 

different categories: Red Ball (Grade 4 and below), Orange Ball (Grade 5 and below), and Green 

Ball (Grade 6 and below). At the 2020 state finals, 35 teams and over 350 students competed 

(Tennis Queensland, 2020c). Similar to Kids on Court, the objective of hosting the state finals 

simultaneously with the BI was to inspire the children to continue in the sport. As respondents 

repeatedly stated, “They play on the courts outside where all the professional players have played” 

(Respondent 10), and, “It was such a good vibe, really positive. All those kids play on courts that 

were also being used for the ATP Cup and BI which was amazing to see … that link of the state 

final and professional tour is pretty special” (Respondent 13).  

As emphasised previously, effective feedback controls to evaluate the outcomes of strategies 

implemented at the ATP Cup and BI to recruit new participants to the sport were non-existent. Yet, 

it is clear from the preceding discussion that TQ managers did, however, record the raw numbers of 

participants in strategies to reward and retain existing participants and were able to provide these 

figures to the researcher when asked. Essentially, these findings indicate that TQ placed more 

importance on strategies that could inspire and retain those already active in the sport over 

strategies that could attract new participants. These findings reinforce those of Misener et al. 

(2015), who also found that a key focus of event organisers was to run an exceptional event for 

existing participants, limiting further participation attraction opportunities.  

Overall, TQ did attempt to leverage the 2020 ATP Cup and BI to attract and retain 

participants. However, TQ managers apparently neglected to develop any measurable targets or 

metrics that could be indicative of success. Without feedback controls, managers are unable to 

determine whether the strategies implemented have achieved targets and progressed the 

organisation in the intended strategic direction (O’Brien et al., 2019). The following section 

addresses the influence of stakeholder salience in shaping these outcomes.   
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6.6 The Influence of Stakeholder Salience on Event Leveraging Efforts  

Although TA, the Australian NSO for tennis, was ostensibly the organisation responsible for 

staging the 2020 Australian “Summer of Tennis” events, including the ATP Cup and BI, this does 

not imply that TQ, an SSO, was free of any responsibilities. Indeed, Chapter Four highlighted the 

formation of the Brisbane Tennis Team, in which select TQ employees served in a dual role with 

TA to assist with the events’ planning and execution. As well as this team, respondents noted that 

TQ had two distinct roles in the delivery of these major tennis events. First, to encourage more 

people to participate in tennis, “One of TQ’s key roles in the delivery of an event like this [ATP 

Cup and BI] is making sure that the event converts into participation. That’s one part” (Respondent 

2). As the foregoing sections of this chapter have shown thus far, this responsibility was highlighted 

in TQ’s 2017-20 Strategic Plan and evidenced in the attempts to leverage the 2020 ATP Cup and 

BI, as well as previous BI’s, for sport participation. The second key responsibility was relationship 

building and engagement with stakeholders. As Respondent 2, a TQ Executive, further explained,  

The other part that TQ is really responsible for is to make sure that our relationships with 

our local partners, such as governments and Stadiums Queensland, are strong, and that all 

parties that are external to tennis understand the benefits of the sport and the benefits of 

hosting global events here [QTC].  

To fulfil this responsibility, TQ hosted a number of event augmentations that essentially served as a 

platform for discussions to take place and for business networking to occur. Also, in order to satisfy 

tennis stakeholders, particularly TA, TQ employees were assigned a range of ATP Cup and BI-

related responsibilities. The sub-sections that follow detail both these activities and their 

implications for sport participation outcomes, TQ’s other primary responsibility. 

6.6.1 Focus on Event Augmentations to Enhance Business Relationships 

The ATP Cup and BI was accompanied by a number of workshops and forums, with the 

Presidents’ Morning Tea, National Schools Sporting Program Teachers Workshop, Club 

Masterclass, Future Leaders, Female All Stars Breakfast, and Women of the World Breakfast all 

taking place. Ultimately, these augmentations became prime networking spaces for TQ managers to 

create new business relationships and enhance existing ones with stakeholders, particularly the 

Queensland State Government, as a number of government personnel were invited to be guest 

speakers and/or attend. For instance, the Queensland Minister for Sport, Queensland Minister for 

Innovation and Tourism Industry Development, Queensland Minister for Women, the Director-

General of the Department of Aboriginal and Torres Strait Islander Partnerships, as well as 

members of local government, were all in attendance at different augmentations.  
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The enhancement of business relationships through event augmentations is an event 

leveraging tactic for achieving immediate and longer-term host community benefits as these 

networking spaces provide opportunities for enduring event impacts (Chalip, 2004; O'Brien, 2007; 

O’Brien & Gardiner, 2006). Indeed, Respondent 16, part of TQ Events, highlighted the importance 

of event augmentations for relationship building with stakeholders in order to facilitate future 

business:  

It’s [ATP Cup and BI] Queensland’s biggest tennis event. So, we’re putting tennis on a 

platform and it’s important to involve those important stakeholders. We host a number of 

different functions, about ten or so, and invite ministers and different personnel to attend or 

speak at those. They get to have a taste of tennis, but it also allows us to have those 

important conversations about what we are doing strategically with tennis throughout 

Queensland and Australia. Having events like that [functions] is definitely important 

because that’s how we get a lot of our messaging out to then start that next conversation 

post-event. 

This statement corroborates the ideas of O’Brien (2006), who suggested that sport events are, “a 

time to create and/or reinforce relationships for future business, rather than a time to actually do 

business” (p.256). Respondents made further statements to this effect, emphasising the importance 

of event augmentations for “keeping the story going” (Respondent 2), and “keeping the seat warm” 

(Respondent 6) with stakeholders for longer term relational outcomes.  

 As efforts devoted to long-term strategic relationship development were largely targeted 

towards government personnel, respondents emphasised how these particular relationships were 

enhanced. For instance, Respondent 6, part of TQ’s Strategy department, explained how networking 

initiatives provided an opportunity to speak with the Director-General of the Department of 

Aboriginal and Torres Strait Islander Partnerships: 

We had four hours with him rather than 20 minutes and fleshed out what the Department of 

Aboriginal and Torres Strait Islander Partnerships action plan is that we want to put in place 

because we’ve got a memorandum of understanding with them. We get to have time to flesh 

out what is important to them and how we can complement what they do. Then we get to 

say after the event, “it was great to catch up with you. Let’s further develop A, B, C, and D.” 

The post-event consolidation is amazing in terms of what can happen. 

In addition, Respondent 6 described the discussions that took place with the Minister for Women, 

“We work with her for our women’s programs ... we spoke to her about what we’re doing in that 

space.” Also, as TQ have a funding partnership agreement with the Queensland State Government 
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as part of its 10-year Activate! Queensland 2019-2029 strategy, TQ provided the Minister of Sport 

the opportunity to speak about the strategy at one of the breakfast events:   

We work with politicians for the event to give them an opportunity to speak to stakeholders. 

For example, we asked the Minister for Sport if he would like to open several of our forums. 

One of them was the Women of the World Breakfast. The new Activate! plan is engaging 

and empowering women, and we wanted to have him there as a champion of what that 

change is. He got to speak to a room full of influential people, speak about his Activate! 

plan, and how we’re aligning to it (Respondent 6). 

Without the provision of these networking spaces during the event period, these 

conversations may or may not have still happened elsewhere. However, TQ’s strategic approach to 

networking with government personnel eliminated any doubt of these business discussions taking 

place and further developed each relationship. It should also be noted that TQ appointed a specialist 

to manage the relations between the organisation and this stakeholder group – a strategic approach 

O’Brien and Gardiner (2006) found enhanced networking and the ability to realise relationship 

development opportunities from sport events. Respondent 14, part of TQ Marketing, briefly 

explained the role and purpose of the specialist, “We have one person where pretty much their job is 

to engage with the government, we think it is that important. They know everybody. Their whole 

job is to schmooze basically, and they do a fantastic job at it.” While specialists can be incredibly 

valuable to facilitate networking activities, it is critical to maintain these same personnel for post-

event relationship development as they built rapport and trust with stakeholders (O’Brien & 

Gardiner, 2006). In the case of this study, the specialist was a full-time TQ employee who had the 

capability to foster relationship evolution and enhancement as part of a wider team after the events’ 

completion:  

These events just create a very busy couple of months afterwards and we want to make sure 

we follow up on the actions we said, which is what we do. For example, if we are going to 

deliver A, B, C and D with the Department of Aboriginal and Torres Strait Islander 

Partnerships, we make sure we’ve got a team to deliver that (Respondent 6).   

As pointed out previously, one of TQ’s primary responsibilities for the ATP Cup and BI was to 

positively enhance relationships with stakeholders. Evidently, TQ’s strategic activity towards 

leveraging the events to build relationships with members of the State Government resulted in these 

relationships being reinforced to promote future business opportunities.  

The control mechanisms developed by TQ certainly helped with enhancing business 

relationships with this stakeholder group, as managers were able to monitor organisational 

performance. A comprehensive strategic control system informs managers about previous strategies 
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that have been pursued (feedback mechanisms), how current strategies are progressing (concurrent 

mechanisms), and future opportunities and threats in the organisation’s environment (feedforward 

mechanisms) (Harrison & St. John, 2014). To observe how networking initiatives with government 

personnel were faring in real-time, respondents described how the TQ employees involved would 

routinely communicate with one another to monitor and maintain consistency on what information 

was being shared, exemplifying TQ’s use of concurrent control mechanisms. As Respondent 6 

observed: 

If I'm talking to the Director-General of the Department of Aboriginal and Torres Strait 

Islander Partnerships about a program and then someone else is talking to them, we make 

sure we're not talking about two completely different programs ... We make sure we’re on 

the same page, which 9.9 times out of 10 we are, but it's just continuing that good practice. 

It's just making sure that we're as prepared as we can be in event mode.   

The findings also indicate that TQ managers regularly liaised with ministers from all government 

departments to gather information about the overall priorities and goals of this stakeholder group,   

The government are a pleasure to work with ... it’s about having a complete partnership in 

every single portfolio we can. If we’re not speaking to the minister, we’re speaking to their 

chief of staff or their advisor. There’s probably four touch points a month from a different 

person within their departments. So, it is regular but different people (Respondent 6).  

Respondents repeatedly emphasised the importance of the information gained from these regular 

interactions, noting that this stakeholder’s input assisted TQ managers to anticipate future scenarios 

and plan strategies accordingly. For instance, “We align our strategies and initiatives to what the 

government wants. That’s really important for us” (Respondent 16) and, “Our team does a terrific 

job to support what the government is trying to achieve” (Respondent 17). Essentially, TQ 

established strategic surveillance mechanisms to gather business intelligence from this stakeholder 

group in order to “create a clear picture” of its competitive environment and prepare for future 

strategic actions – an example of feedforward control (O’Brien et al., 2019, p. 139).  

 However, feedback mechanisms still lacked for these networking initiatives. In comparison 

to strategies to leverage the events to increase participation, in which feedback mechanisms were 

also absent, TQ clearly had a more strategic approach towards networking with the State 

Government. As described above, TQ used concurrent and feedforward control mechanisms to 

monitor the networking initiatives and strategically plan for the future. As demonstrated by the 

findings in Section 6.4, much less could be said for initiatives to increase participation in which 

there was no indication that feedback, concurrent nor feedforward controls were employed in any 

strategic way to collect data on attendees’ involvement or to anticipate future issues. Differences in 
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the control mechanisms developed between these leveraging efforts to achieve different outcomes 

can be attributed to stakeholder salience. 

According to Mitchell et al.’s (1997) stakeholder identification and salience framework, 

managers will attend to and give priority to those stakeholders with the highest salience – salience 

being “the degree to which managers give priority to competing stakeholder claims” (Mitchell et al., 

1997, p. 854). As discussed in Chapter Five, the Queensland State Government was characterised as 

both powerful and normatively legitimate. Hence, it was classified as an expectant-dominant 

stakeholder with moderate salience. In addition to having the ability to enforce laws, rules and 

regulations on TQ, a means of exercising normative power (Parent & Deephouse, 2007), the State 

Government possessed utilitarian power through its control over financial resources on which TQ is 

dependent to fund organisational activities, including the proposed refurbishment and expansion of 

the QTC. Therefore, this stakeholder wields considerable power. While TQ-affiliates were also 

classified as an expectant-dominant stakeholder by possessing power and legitimacy, it is argued 

that the State Government has greater influence over TQ managers. This assertion is based on the 

reality that finding another stakeholder prepared to grant TQ millions of dollars to support its 

operations is more challenging than finding more clubs, venues or centres to become affiliated with 

the organisation. Thus, the State Government’s salience is greater in comparison to TQ-affiliates.  

In accordance with Mitchell et al.’s (1997) assertion that managers prioritise stakeholders 

with the highest salience, TQ invested greater effort into creating strategic controls to monitor 

networking events with the State Government in comparison to strategies to leverage the ATP Cup 

and BI for grassroots participation. Indeed, respondents indicated that TQ’s strategic activity 

towards enhancing business relationships with the State Government was driven by the belief that 

doing so would maximise the likelihood of receiving critical resources when needed from this 

stakeholder,  

We pride ourselves on those government relationships and our team has done a terrific job 

to be able to support what the government is trying to achieve ... When it comes time for 

when we want something, we don’t want to be that sport that goes cap in hand to ask, 

‘Please give me this.’ That’s not how it works. I certainly wouldn’t like that. We form actual 

relationships, a bond that’s more genuine (Respondent 17).  

Respondent 16 provided a similar statement, highlighting the State Government’s financial 

resources, “If we ever have another initiative come up and want to ask for funding, hopefully it’s an 

easy conversation as they [State Government] know how aligned we are with their objectives and 

goals.” In this sense, effective concurrent control mechanisms around networking initiatives 
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with government personnel, as well as feedforward mechanisms to anticipate future changes, 

enabled TQ to maximise the potential for relationship development and ideally secure financial 

resources in the future. However, investing similar effort into strategies to leverage the ATP Cup 

and BI to increase participation, would not yield similar returns.  

As described in Chapter Five, securing financial assistance from the State Government to 

refurbish and expand the QTC would broaden TQ’s business opportunities such as hosting a 

potential WTA Cup and the tennis events for the 2032 Brisbane Olympic Games. Respondent 13, 

part of TQ Development, also shared how the QTC expansion would serve as a testament to TQ’s 

performance as a governing body: 

Making the QTC bigger sends a pretty big message to people that we are successful and 

thriving. How that equates to every part of the business I don’t know. But, in terms of that 

really shiny stuff that people look at, I think that doubling the size of a tennis centre gives 

the idea that tennis is a very strong, powerful sport. I guess that’s the message TQ would 

like to show people, that we’re one of the big ones [in sport]. A bigger stadium shouts that 

pretty loudly from the rooftops.  

Therefore, while grassroots participation growth is undoubtedly valuable and represents the future 

of the sport, the tangible reality of “really shiny stuff” (new infrastructure) far outweighs the 

arguably less immediately tangible notions of future participants. Hence, there was less managerial 

attention on developing an effective strategic control system for strategies to leverage the ATP Cup 

and BI to enhance participation. A discussion of how stakeholder salience also impacted the extent 

which TQ managers facilitated capacity building among TQ-affiliates for event leveraging now 

follows.   

6.6.2 Assigning Grassroots Development Employees ATP Cup and BI-related 

Responsibilities  

Chapter Four highlighted TA’s heavy reliance as the event organiser on a number of TQ 

employees to organise and manage specific event elements of the BI in previous years. Hence, 

selected TQ employees were to serve dual roles in both TQ and TA through the Brisbane Tennis 

Team, commencing with the 2020 ATP Cup and BI. These few individuals, however, were not the 

only TQ employees tasked with event organising duties. As the ATP Cup and BI were 

Queensland’s hallmark tennis events of the year, all TQ employees were assigned a range of event-

related responsibilities, including the newly appointed grassroots sport personnel. As Respondent 7, 

part of TQ Tennis Development stated, “It was the case of all hands on deck. Everyone had 

something to do. It may not have related to their day to day role, but it’s the major event for the 
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year.” For instance, Respondent 12, part of TQ Tennis Development, was tasked to assist with ATP 

Cup stakeholder engagement initiatives with consulates, 

My focus last year was on the ATP Cup because it was the first time hosting the event in 

Australia and in Brisbane. As part of the ATP Cup, I teamed up with one of the Regional 

Tennis Managers from Metro, and we worked on consulate engagements. Eight countries 

were to compete in the Brisbane stage of the event, including Australia. I worked with the 

consulates for the remaining seven countries to see how we could come up with a plan to 

engage their respective communities and sell tickets. 

Additionally, Respondent 11, also part of TQ Tennis Development, explained that in 

addition to their tennis development role, they had to plan and stage manage the ATP Cup and BI 

youth activities on Stadium Court, the largest outside court at the QTC, 

Stage managing involves managing everything that happens on the court that isn’t part of 

the matches. We [stage managing team] make sure the MC [master of ceremonies] knows 

the schedule, and, if there’s the Kids on Court experience, we make sure the kids are in the 

right place at the right time. We also need to write scripts for that and make sure the MC has 

those so they can speak about what’s happening on court. There’s also the work of 

organising the coin tosses.  

Respondent 11 further explained that while stage managing was only supposed to be a temporary 

role for the duration of the ATP Cup and BI, they were unable to focus solely on the primary task 

for which they were hired - to support the development of TQ-affiliates - as they had to perform 

pre-event planning and organising duties, “I accepted this role for two weeks, but obviously there 

was pre-event work that I had to do in addition to my day-to-day role.” Thus, TQ-affiliates were 

clearly not receiving undivided attention from TQ Tennis Development employees as they were 

preoccupied with ATP Cup and BI-related commitments.   

As scholars have argued, those assigned to leverage an event must be separated from those 

responsible for organising the event as leveraging is, “an added burden they can rarely shoulder” 

(Chalip et al., 2017, p. 272): 

... event organising is an enormous task. If the same people who would be required to 

leverage an event are also engaged with hosting it, the demands of hosting the event will 

displace any effort to leverage ... Separating the human resources devoted to the event 

organisation from those who are leveraging is clearly essential (Taks et al., 2018, p. 196). 

The findings from this study clearly demonstrate these ideas. As discussed in Chapter Four, as a 

result of the TA-led restructure, TQ gained a number of additional employees at the grassroots level 

which TA claimed would enable its state organisations to place a higher priority on the 
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development of  grassroots affiliates (Tennis Australia, 2020). A standard view amongst 

respondents was that the increased specialisation and complexity within TQ’s Tennis Development 

department would also allow for greater managerial attention to be placed on leveraging events to 

attract participation: 

I think the leveraging of major sport events is a big element for us in how we can get more 

people to play. It’s always an afterthought for us because our team, the team that delivers 

tennis year-round, is the team that delivers this behemoth [ATP Cup and BI] … We’ve had 

organisational change and we’ve built our workforce … we’ll have more eyes on the 

recruitment and leveraging than we’ve ever had (Respondent 17).  

However, these additional employees, who were in a position to assist affiliates in overcoming 

capacity deficiencies, as well as formulate and implement strategies to leverage the ATP Cup and 

BI to build participation, were also assigned event hosting duties. Therefore, the needs of TQ-

affiliates and efforts for leverage were overshadowed by the needs to have “all hands on deck” to 

host the ATP Cup and BI. In this sense, the new employees were perceived as an additional 

resource to assist TA in hosting the ATP Cup and BI, rather than a TQ resource to leverage the 

events for participation outcomes. Comparison of the findings with those of other studies confirms 

that if the same people who are responsible for leveraging a sport event are also involved in hosting 

it, event hosting responsibilities will inevitably take over and desired participation outcomes will be 

negatively impacted (Chalip et al., 2017; Taks et al., 2018). Nevertheless, it is argued that TQ had 

no option but to fulfil the demands of more salient stakeholders. 

 In Chapter Five, it was established that, although TQ-affiliates are essential to the grassroots 

development of the sport, TQ is far more dependent on other stakeholders, particularly TA, for 

ongoing financial viability. According to TQ’s 2019/20 financial statements, affiliation fees from 

local clubs, venues, and centres contributed to 10% of TQ’s total revenue. However, TA grants, that 

is, a share of the revenue from hosting the Australian Open and its Australian-based lead-in events, 

accounted for approximately 50% - five times the contribution of TQ-affiliates. TA also controls 

much of the resources required to support the planning and delivery of national participation 

programs, as well as the ATP Cup and BI, through their stature as tournament organiser and the 

Australian NSO for tennis. This further exemplifies TQ’s heavy dependence on TA and the power 

of this stakeholder in comparison to TQ-affiliates. When combined with power, stakeholders 

possessing legitimacy and urgency, as TA was found to have in Chapter Five, are classified as a 

definitive stakeholder with the highest level of salience (Mitchell et al., 1997). 

 As a highly salient stakeholder, it hardly surprising that TQ managers agreed to assist TA 

and satisfy its demands in fulfilling hosting duties for the ATP Cup and BI. If TQ managers did not 
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agree to help TA in delivering the events, then their NSO-SSO relationship would have been 

jeopardised. Respondents highlighted that, along with the Queensland State Government, 

maintaining a strong relationship with TA and satisfying its expectations is essential for TQ’s 

ongoing viability: 

We wouldn’t be doing what we’re doing without the government. They provide us with a lot 

of funding to put towards our initiatives. We also get funding from TA. Those are our two 

big sources of funding. Keeping those relationships strong and having consistent 

communication with them is extremely important (Respondent 16). 

Thus, when TA required assistance from TQ employees to deliver the ATP Cup and BI, including 

the newly appointed grassroots professionals, TQ cooperated as TQ-affiliates had considerably less 

influence over managerial decision-making due to their moderate salience. As a result, capacity 

building among these grassroots organisations for leverage was not prioritised by TQ’s Tennis 

Development employees, nor was developing an effective strategic control system for strategies 

designed to leverage the ATP Cup and BI to enhance participation. Given that TQ’s 2017-20 

Strategic Plan consisted of objectives pertaining to major tennis events and their impacts on 

participation, the matter of how and if managers even evaluated the achievement of these objectives 

comes to the fore and is addressed in the ensuing section.  

6.7 Evaluating the Impact of the ATP Cup and BI on Participation  

 Following the completion of the 2017-20 Strategic Plan cycle in June 2020, TQ published a 

report describing how the objectives of each strategic pillar (Products, People, Places) were met. As 

stated in section 6.2, the Products pillar contained an event-related goal: utilising major events to 

showcase tennis. Hosting international tennis events was one way to achieve this objective, with an 

emphasis on delivering iconic events that inspire participation (Tennis Queensland, 2020c). As 

previously highlighted, TQ did not establish feedback controls to assess the results of leverage 

strategies. Indeed, there were no identifiable targets set, no assignment of responsibility, and no 

formalised action plan, which cumulatively, meant there was no mechanism for accountability and 

review. Therefore, TQ managers in roles that should have been able to provide performance 

outcomes when asked, such as the number of people who participated and/or attended in the Open 

Court Sessions, the Tennis Clubhouse and Game, Set, SPLASH zones, as well the conversion into 

club participants, were unable to do so. Considering these findings, it is now necessary to address 

how TQ managers evaluated their focus area of inspiring participation through delivering 

international events.  



 134 

6.7.1 TQ 2017-20 Strategic Plan in Review 

In its 2017-20 Strategic Plan review, TQ presented five key arguments for how delivering 

international sport events inspired participation, which are listed in Table 6.2.  
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Table 6.2 

TQ’s claimed achievements in inspiring participation  

Pillar 1 (Products)  Developing programs and pathways 

Objective 3  Utilise major events to showcase tennis 

Focus Area 1 

(International)  

Delivering iconic sporting events that inspire participation 

Measures of Success         

Activations • Over the course of the strategic review there was a total of 91 

activation opportunities attracting 6,500 participants. These 

activations resulted in one hundred million dollars’ worth of 

media coverage and reach 

ATP Cup • TA partnered with the ATP Tour to host the inaugural ATP Cup 

in Australia in 2020. This altered the way tennis was showcased 

in Australia ahead of the Australian Open, with more focus on 

teams and competing nations 

Federation Cup and 

Davis Cup 

• The QTC hosted 1 Federation Cup semi-final tie (2019) and 2 

Davis Cup Ties (2018 and 2019) 

State League Final • The 2020 State League Final involved 29 teams and 150 players 

from the Gold Coast, Sunshine Coast, South, Ipswich and 

Metropolitan regions. Pool matches culminated with the finals 

during Brisbane Tennis (ATP Cup and BI).  

QSport Award • The Federation Cup semi-final against Belarus at the QTC was 

named the 2019 Queensland Sport Event of the Year at the annual 

QSport Awards. 

Table 6.2 TQ’s claimed achievements in inspiring participation 

Note. Adapted from “Tennis Queensland 2017-2020 Strategic Plan in Review” by Tennis 

Queensland, 2020b, (https://www.tennis.com.au/qld/files/2021/03/Strategic-Review-2017-

2020.pdf). Copyright 2020 by Tennis Queensland. Adapted with permission.  

 

As seen in Table 6.2, TQ reported that throughout the Strategic Plan’s three-year term, 91 

activations were held at major tennis events, attracting 6,500 participants. These events included the 

ATP and other international events, including the Federation Cup and Davis Cup. Yet, no evidence 

is offered as to how this figure was sourced, nor is there a list of the activations or a breakdown of 

how many people took part in each one. And significantly, although the focus area uses the phrase 

https://www.tennis.com.au/qld/files/2021/03/Strategic-Review-2017-2020.pdf
https://www.tennis.com.au/qld/files/2021/03/Strategic-Review-2017-2020.pdf
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"inspires participation," not one of the "Measures of Success" call for a metric on actual 

participation numbers. Thus, these data should be treated with caution as it is difficult to ascertain 

their accuracy given that respondents struggled to provide the researcher with similar information 

when asked.  

Furthermore, rather than providing a metric indicating how many of these 6,500 individuals 

went on to participate in a program at their local club, the approximate total amount spent on the 

events’ media coverage was reported. Essentially, TQ claimed that the awareness generated by the 

AUD100 million in media coverage would have promoted positive outcomes for sport participation. 

The idea of event organisers expecting media attention to play a role in ensuring some trickle-down 

effect from events to participation has been noted by previous scholars (e.g., Misener et al., 2015; 

Taks et al., 2014). In these studies, media attention was relied upon as there were no actions taken 

to leverage the event. Yet, in the case of TQ and the ATP Cup and BI, strategies were implemented. 

However, purposeful effort to reap the desired outcomes of leveraging was not apparent, hence 

TQ’s dependence on media coverage to assure some degree of trickle-down effect - a notion that 

was well demonstrated by respondents who repeatedly made statements to this effect. For example, 

“They [international tennis events] are aspirational events for people to pick up a racquet and play 

tennis during January and hopefully sign up to a club” (Respondent 17); “it [international tennis 

events] can’t help but inspire people to play tennis” (Respondent 14); and “When people see Ash 

Barty and Dylan Alcott on TV they’ll go ‘oh I’d love to pick up a racquet” (Respondent 3). 

Also, as shown in Table 6.2, TQ described TA’s partnership with the ATP and the team 

aspect of the ATP Cup as evidence that the event inspired participation. Similarly for the Federation 

Cup and Davis Cup, TQ simply acknowledged that the events were held. It was also detailed how 

TQ received a QSport award. Essentially, TQ had no actual evidence to demonstrate positive 

participation benefits resulting from any strategies implemented to leverage international events 

hosted at the QTC, highlighting its total lack of effective feedback control mechanisms. It is also 

worth noting that, despite the BI being an international event on the WTA Tour, the event was not 

included in the evaluation of international events inspiring participation. Rather, the State League 

Finale was featured even though it is not an international event. 

TQ’s lack of strategic control towards strategies to leverage major tennis events to increase 

participation was reflected in a statement by Respondent 17, a TQ executive. When asked if TQ 

previously assigned managers the task to evaluate the impact of previous BI’s on participation 

figures, they stated,  

No, other than you could just go anecdotal to say that tennis playing numbers are pretty 

good. The impact of the BI on grassroots tennis - I haven’t really given it much thought. 
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We’ve got a few tournaments in the year and trophies in the cabinet from QSport and the 

ATP. We’ve probably got - yeah wouldn’t say anything significant [empirical evidence], but 

they’re pretty good testaments. I think it’s a good idea to measure the impact of the events 

on our industry … I feel like there’s got to be someone who pulls the information together. I 

think there’s a team here [TQ] that could … But how you would measure it and what’s the 

conversion - I think there’s many ways to convert. Maybe public sentiment, club court hire 

increases, and coaching revenue increases. That stuff is going to take a little bit more work 

and more forensics to undertake. 

Despite evidence of efforts to leverage major tennis events, it is clear from this statement from a TQ 

Executive that no steps have ever been taken to evaluate the success or otherwise of these strategies 

to increase the number of tennis participants in Queensland. To put it another way, a comprehensive 

strategic control system has never been developed and thus, a reliance on unsubstantiated 

“anecdotal” numbers and statements when assessing performance has become the norm. The 

phrase, “that stuff is going to take a little more work” when evaluating the effectiveness of 

strategies for leverage further underscores the resource challenges that emerge from event 

leveraging.  

 Chalip et al. (2017) suggested that strategies and tactics can be formulated and implemented 

but leverage ultimately requires an appropriate application of resources. Physical and human 

resources may be obtained. However, these additional staff will only be useful in leveraging a sport 

event and managing post-event demand if they are properly trained (Chalip et al., 2017; Taks et al., 

2018). As this study has shown, numerous professionals were hired as part of the TA-led 

restructure, yet they were assigned event hosting responsibilities due to pressures to satisfy TA. 

Thus, these personnel had limited time to enhance their own leveraging skills and knowledge, let 

alone assist affiliates in overcoming capacity deficiencies for leverage. Certainly, it will “take a 

little more work” for TQ to prioritise these efforts as it will require better management of resource 

allocations between grassroots stakeholders and those that are more salient.  

Overall, although strategies can be implemented during a sport event to enhance 

participation, true understanding of the effectiveness of leveraging efforts will not eventuate 

without the presence of an effective strategic control system and the development of strategies to 

effectively manage stakeholder relationships. Without strategic control, evaluations of the 

participation benefits from sport events will remain solely based on unverifiable personal accounts 

and anecdotal observations, rather than proven facts based upon verifiable data. Furthermore, sport 

managers must take appropriate measures to manage interactions with stakeholders, else, risk the 
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neglect of grassroots organisations with the ultimate consequence of sport events being missed 

opportunities to build sport participation. 

6.8 Chapter Summary 

This chapter firstly explored TQ’s 2017-20 Strategic Plan, highlighting its objectives 

surrounding inspiring participation by hosting major tennis events. The chapter then focused on 

TQ’s efforts to leverage the 2020 ATP Cup and BI to attract and retain participants to the sport, as 

well as the BI in previous years. Despite evidence of strategies being implemented to attract new 

participants, including, Open Court Sessions, as well as the Tennis Clubhouse and Game, Set, 

SPLASH! Zones, there remained a lack of strategic control systems in place to determine the 

success of these initiatives, notably feedback control mechanisms. Also, the overwhelming focus of 

leveraging the ATP Cup and BI for participation outcomes was more about retaining existing 

participants than it was about recruiting new ones. These outcomes were explained by the low 

salience of TQ-affiliates in comparison to other key event stakeholders.  

The findings revealed that TQ did develop concurrent and feedforward controls to monitor 

its performance in enhancing business relationships with the Queensland State Government through 

event augmentations. Due to the critical resources this stakeholder possessed in comparison to TQ-

affiliates, this strategy was granted greater managerial attention. Moreover, the complex stakeholder 

environment was found to negatively impact the extent to which TQ managers were able to allocate 

the new professionals to serve the needs of TQ-affiliates, ostensibly their primarily role, preferring 

to use these additional human resources to satisfy the event hosting demands of TA, a highly salient 

stakeholder. As a result of being tasked with event hosting responsibilities, managers were unable to 

prioritise capacity building among TQ-affiliates nor develop feedback controls to evaluate the 

success or otherwise of strategies implemented to leverage the ATP Cup and BI for sport 

participation.  

Furthermore, TQ’s Strategic Plan in Review report reflected an utter absence of information 

about results from the initiatives, demonstrating the organisation’s reliance on anecdotal data to 

validate success in increasing participation. The following chapter, Chapter Seven, presents the 

conclusions of this thesis. 
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Chapter Seven: Conclusion 

7.1 Chapter Overview 

 This purpose of this final chapter is to summarise the key research findings and present the 

major conclusions of this thesis. The chapter begins with a brief overview of the study and proposes 

answers to the research questions. The significance and implications of the findings to both theory 

and practice are then discussed. The chapter concludes by explaining the limitations of the study as 

well as recommendations for future research.  

7.2 Key Research Findings 

This study aimed to utilise stakeholder theory and organisation theory to develop an 

understanding around how environmental change can impact the role of SSOs in facilitating 

capacity building among constituent stakeholders to leverage major sport events for participation 

outcomes. To assist in the achievement of this aim, the following overarching research question was 

proposed:  

How do pressures for increased professionalisation influence sport event leveraging for 

participation outcomes?  

The focal organisation for this case-based study was TQ, an Australian SSO, and its major 

tennis events in 2020, the ATP Cup and BI. In response to external pressures to increase 

professionalisation, TA, the Australian NSO for tennis, led a national restructure of its SSOs which 

required TQ to undergo significant organisational change whilst grappling with unprecedented 

changes to its existing event portfolio. This study identified and analysed the changes inherent in 

TQ, and how these changes influenced TQ managers’ prioritisation of grassroots stakeholders, as 

well as the subsequent impacts on leveraging the ATP Cup and BI to build sport participation.  

Overall, the results indicate that as a result of an TA’s strategic responses to pressures for 

professionalisation, TQ became increasingly professionalised and, thus, more complex. Due to this 

greater complexity, TQ gained additional resources to invest in the development of skills and 

resources among its grassroots constituents for leverage. However, local sport clubs were found to 

have little influence over managerial decision-making due to their limited power and non-urgent 

claim, despite their legitimacy. As a result, more salient event stakeholders were granted greater 

managerial attention, which rendered the efforts to leverage the events for enhanced participation 

ineffective.  

To fully address the main research question, three sub-questions were proposed. While a 

brief summary of the major findings was described above, it is important to demonstrate how these 
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sub-questions were addressed to conclude this thesis. The sub-questions and the key findings from 

each are presented in the following sub-sections. 

7.2.1 How does the professionalisation of an NSO impact an SSO?  

The findings revealed two major ways in which TQ was impacted by TA’s decision to 

professionalise its member associations, and both impacts were structural in nature. First, the hiring 

of professionals for specialised grassroots development roles across its SSOs. The second structural 

impact, which was TQ-specific, included an adjustment to the organisation’s “Brisbane Tennis” 

department. Utilising what Slack and Parent (2006) suggested are the three basic tenets of 

organisational structure – complexity, formalisation, and centralisation, findings revealed TA’s 

structural responses, as described above, manifested in TQ in the following ways:  

• Increased horizontal differentiation: specialisation of roles and tasks; 

• Increased vertical differentiation: an additional layer of management; 

• Increased formalisation: formalised procedures and training activities were required due 

to the integration of new positions and reporting relationships;  

• Decentralisation for daily operational decisions: authority delegated to newly appointed 

professionals; and, 

• Decentralisation for ATP Cup and BI related decisions: initially centralised, but 

transitioned towards a more decentralised process during event implementation mode. 

Based on contemporary design archetypes developed by Parent et al. (2021), the structural 

changes indicate that TQ reflected the Professional archetype. As sport organisations, such as TQ, 

become more professionalised, and, hence, more complex, there is an increased focus 

on revenue generation (Parent et al., 2018). Findings revealed that TQ was highly dependent on 

TA’s earnings from hosting major tennis events for revenue, as a share is distributed to all member 

associations. Thus, TQ’s heavy resource dependence on TA ensured TQ’s lack of power and 

complete acquiescence to pressures for change. Having determined the impact of TA’s decision to 

professionalise on TQ in Chapter Four, Chapter Five then examined how TQ’s increased 

organisational complexity impacted managers’ prioritisation of event stakeholder demands. 

7.2.2 How does the employment of sport development professionals in an SSO impact the 

perceived salience of event stakeholders?  

To determine the perceived importance of TQ’s key event stakeholders of the 2020 ATP 

Cup and BI by managers, Mitchell et al.’s (1997) power, legitimacy, and urgency framework for 

stakeholder identification and salience was utilised. By possessing all three attributes, five 

stakeholder groups were classified as definitive, carrying the highest level of salience (men’s and 
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women’s professional tennis governing bodies [ATP/WTA], TA, the Alliance, ATP Cup and BI 

athletes and volunteers). Three stakeholders were classified as expectant-dominant, indicating they 

possessed power and legitimacy and were moderately salient (State Government, Stadiums 

Queensland, and TQ-affiliates).  

Although TQ-affiliates, which are the local member-based clubs, venues, and centres 

located throughout Queensland, were classified as expectant-dominant stakeholders with moderate 

salience, along with two other stakeholders, this stakeholder group was found to carry the least 

salience overall. This outcome was due to the fact that TQ-affiliates exerted only one type of power 

(utilitarian) and although legitimate, their equity (resource contribution) was limited in comparison 

to other stakeholders. Thus, although TA’s investment into professionalising operations at the 

grassroots level of its member associations, including TQ, was designed to enhance the service 

capability towards local stakeholders, findings revealed that TQ-affiliates were still perceived as the 

least salient stakeholder by managers. Significantly, the findings indicate that TQ managers felt 

compelled to fulfil obligations to other key event stakeholders due to the increased expectations and 

needs that came with the restructuring associated with the ATP Cup and newly-formatted BI.  

Once the key event stakeholders’ attributes and salience were established in Chapter Five, 

Chapter Six then presented an analysis of how stakeholder salience influenced TQ’s ability to build 

affiliates’ respective capacities for leveraging these major events for desired participation outcomes. 

7.2.3 How does stakeholder salience change when an SSO seeks to leverage a sport event 

for participation outcomes? 

While there was evidence of TQ implementing initiatives to leverage the 2020 ATP Cup and 

BI to attract new participants, including, Open Court Sessions, as well as the Tennis Clubhouse and 

Game, Set, SPLASH! Zones, managers were unable to cite metrics or communicate how effective 

these initiatives actually were in achieving this desired outcome. TQ’s apparent lack of established 

feedback control mechanisms, a critical component of an organisation’s strategic control system 

(Harrison & St. John, 2014), seemed to be at the heart of this. Specifically, responsibility for 

achieving program targets, if any were even established, was not assigned; and equally, review 

processes to evaluate outcomes were not carried out. The lack of strategic controls for these 

strategies contrasted significantly to those designed to enhance business relationships with 

Queensland State Government personnel, for which TQ developed both concurrent and feedforward 

control mechanisms. This outcome resulted from the benefits of potentially obtaining financial 

resources from the State Government to fund an expansion to the QTC outweighing the idea of 

introducing new participants to the sport. Managers did, however, record the raw numbers of 

individuals involved in initiatives aimed to retain existing club and school participants (i.e., Kids on 
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Court, Our Team Spirit and the BI Schools Challenge), indicating that TQ placed more importance 

on initiatives that inspired those already active in the sport over those that could attract new 

participants.  

Another factor found to contribute to the initiatives’ lack of discernible success in increasing 

sport participation was the inability of the new TQ employees appointed as part of the TA-led 

restructure to focus solely on the primary task for which they were hired. That task, of course, was 

to enhance support for regional grassroots stakeholders and thus, to strengthen strategic capabilities 

for growth throughout the state. Instead, in addition to their day-to-day grassroots development role, 

these employees were assigned a range of ATP Cup and BI-related responsibilities to assist TA, the 

tournament organiser. TQ’s acquiescence to assist TA with its event hosting responsibilities was 

attributed to this stakeholder’s high salience. Due to its stature as the NSO for tennis and control 

over resources, particularly financial, on which TQ are highly dependent on, TA was able to easily 

take advantage of TQ’s human resources.  

Given the fact that efforts for leverage will be misplaced if those responsible for leveraging 

an event are also engaged with hosting it (Chalip et al., 2017; Taks et al., 2018), the needs of TQ-

affiliates, a less salient stakeholder, were evidently overshadowed. By not prioritising capacity 

building among its grassroots constituents, a task that is a precursor to enabling event leverage for 

participation outcomes (Chalip et al., 2017; Hoskyn et al., 2018; Taks et al., 2018), the 2020 ATP 

Cup and BI were not effectively leveraged by TQ to increase tennis participation in Queensland. 

The lack of feedback control mechanisms developed for leverage efforts to increase participation 

was reflected in TQ’s 2017-20 Strategic Plan in Review report, where the success of its stated goal 

of “delivering international events that inspire participation,” was measured on the basis of simply 

hosting such events, their media coverage, and awards won. Indeed, not one of the “measures of 

success” reported any sort of metric on actual participation numbers in Queensland. It can, 

therefore, be assumed that if stakeholder relationships and organisational resources are not managed 

effectively, sport governing bodies will rely on unverifiable anecdotal evidence to report 

participation success and events will continue to represent significant missed opportunities. 
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7.3 Theoretical Implications 

 This thesis contributes to what is known about event leveraging and the various implications 

that, inter alia, changes in organisational structure and design, and stakeholder salience, have for 

event leveraging for sport participation. The following sub-sections present these theoretical 

contributions.  

7.3.1 Event Leveraging for Enhancing Sport Participation 

In various studies examining sport event leverage to enhance participation, local clubs have 

been found to lack the organisational capacity to effectively engage in leveraging efforts (Chalip et 

al., 2017; Hoskyn et al., 2018; Taks et al., 2018). However, the challenges faced by sport governing 

bodies in prioritising these grassroots stakeholders with the requisite skills and resources for 

leverage remains unexplored. This study has addressed this gap and demonstrated how an SSO’s 

performance in building the organisational capacity of its grassroots stakeholders is heavily 

influenced by the complex stakeholder environment in which these organisations operate.  

Utilising the combined conceptual lens of stakeholder theory and organisation theory, this 

research also provides a useful addition to the accumulated knowledge of event leveraging for 

participation outcomes. As Teare and Taks (2021) stated, “the use of a theoretical framework is 

limited and inconsistent” in studies examining participation from sport events (p.1). By implication, 

the authors argue that, “the lack of theory use indicates that there is still little theoretical 

understanding of sport participation impacts from sport events” (Teare & Taks, 2021, p. 8). As a 

consequence, these authors called for more theory-driven studies examining participation from sport 

events. By utilising Mitchell et al.’s (1997) stakeholder identification and salience framework to 

demonstrate how stakeholder salience influences the efforts of an SSO in building local clubs’ 

capacity for event leveraging to enhance participation, as well as organisation theory to understand 

how increased professionalisation influenced the prioritisation of key event stakeholders, the 

findings from this study provide a theoretical understanding around why efforts to leverage major 

sport events for sport participation typically fall short of projected outcomes, addressing an extant 

gap highlighted by Teare and Taks (2021) and others in the literature.  

7.3.2 Organisational Structure and Design in Sport Management 

The continuously evolving environment in which NSOs operate has prompted an 

examination of these sport organisations’ strategic responses to environmental changes, which 

revealed increased professionalisation (Parent et al., 2018). However, limited empirical research has 

specifically examined how an NSO’s strategic responses to pressures for professionalisation impact 

upon the organisational processes and performance of its SSOs. The findings from this thesis 

indicate that an NSO’s strategic response can be structural in nature in order for its SSOs to better 
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serve particular stakeholders. In this case, TA restructured its SSOs to enhance the managerial 

support provided to grassroots sport organisations, which increased TQ’s organisational 

complexity.  

However, due to the complexity of the stakeholder environment, the utility of TQ in 

facilitating the development of skills and resources for event leverage among its constituent clubs 

suffered. Therefore, this thesis provides understanding that, while structural change as a strategic 

response to external pressures for professionalisation may be perceived by an NSO as appropriate 

for its SSOs, strategies must be developed and activated to effectively manage stakeholder 

relationships as part of the change process, else, the benefits of increased professionalisation may be 

severely limited. Also, as this study utilised Parent et al.’s (2021) new taxonomy of NSO design 

archetypes to understand TQ’s structural changes, and also demonstrated how TQ’s increased 

organisational complexity impacted upon managers’ stakeholder prioritisation decisions, this study 

answers Parent et al. (2021) call for future research to,  

… use the revised archetypes to understand the dynamics of change within NSOs in other 

countries or other forms of sport organisations in greater depth, in particular their 

interactions with important stakeholder groups and the influence of institutional or 

environmental forces (p.18).   

Thus, a meaningful theoretical contribution of this study to organisational structure and design in 

sport management is the utilisation of the new NSO archetypes in analysing change in an Australian 

SSO and the implications of these changes on stakeholder salience.  

7.3.3 Stakeholder Salience  

 Following the suggestion by Mitchell et al. (1997), the researcher differentiated power into 

three types based on Etzioni’s (1964) types of power (coercive, utilitarian, and normative). 

Stakeholders possessing more than one of Etzioni’s power types have been observed to be more 

salient (Parent & Deephouse, 2007). This study has demonstrated that while multiple stakeholders 

may possess an equal number of power types, it does not necessarily mean that the stakeholders are 

equally salient. The focal events’ (ATP Cup and BI) volunteers and TQ-affiliates, for instance, both 

possessed one type of power, that of utilitarian. Yet, affiliates had “greater” utilitarian power and, 

thus, more influence over TQ managers as recruiting additional clubs, venues or centres to become 

affiliates is more challenging than recruiting individuals to volunteer for the ATP Cup and BI. 

Therefore, an important contribution from this study to stakeholder salience analysis is that the 

interchangeability of the resource that a stakeholder contributes determines their degree of power.  
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7.4 Practical Implications 

The outcomes of this study are widespread, and have implications for managers in sport 

governing bodies, as well as sport event owners, organisers, and grassroots stakeholders like 

community-level sport clubs. The findings demonstrate that stakeholder salience influences sport 

governing bodies’ prioritisation of capacity building among affiliated clubs, even when structural 

changes intended to enhance managerial support to these grassroots stakeholders are implemented.  

While it is true that satisfying the needs of more salient stakeholders is in accordance with Mitchell 

et al.’s (1997) framework, this study’s empirical demonstration of this phenomenon highlights 

important practical implications. For example, if participation leveraging goals are to be anywhere 

near realised, managers in grassroots development roles must be able to actually focus on their 

primary responsibilities without being diverted into event organising tasks. Of course, this has 

resource implications for event organising committees that must plan for sufficient financial and 

human resources to ensure both development and event-related operational activities are 

successfully completed.  

If the event organiser does not have the financial resources to hire additional employees, 

individuals can be sourced through offering internships or creating volunteer roles for the event 

period. Close cooperation between event organisers and individuals who are leveraging is also a 

necessary part of this process to facilitate goal sharing and the implementation of strategies (Taks et 

al., 2018). By taking such measures, managers may better prioritise capacity building among local 

clubs, enabling these stakeholders to leverage sport events to increase participation, thus increasing 

the chances of actually meeting these wider event sport development goals. 

This study has also demonstrated the importance of developing strategic control systems for 

event leverage strategies, especially feedback control mechanisms. This task is relevant not only for 

leverage efforts targeted towards participation outcomes, but also for event outcomes in general. 

How sport managers effectively establish and manage strategic control systems, however, is always 

a challenge as the mechanisms require significant time and resources to establish (O’Brien et al., 

2019). Nonetheless, sport managers must actively address this task in order to measure strategic 

success and areas for remediation; else, poor strategy evaluation will only become more pervasive. 

O’Brien et al. (2019) suggest manager development programs aimed at developing an analytical 

mindset among sport managers. Specifically, sport organisations must seek to develop managers’ 

skills in data analytics and general data literacy in order to manage comprehensive strategic control 

systems.  

The bigger picture here is that, with comprehensive strategic control systems in place, sport 

managers are more able to transparently report to internal and external stakeholders on progress 
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toward strategic goal achievement. This potentially positions them favourably for subsequent 

funding and other resource acquisition. Events by their very nature are temporary, meaning that the 

learning they engender for event stakeholders may also be ephemeral (Chalip, 2004). Strategic 

control and the transparency it engenders can work to anchor this accumulated knowledge, 

something that Chalip (2004) suggested is desperately needed for effective event leverage.  

7.5 Research Limitations  

This study is not without its limitations. COVID-19 and the ensuing restrictions enforced by 

the Queensland State Government severely impacted the length of the data collection period and the 

number of interviews the researcher was able to perform. TQ employees were required to work 

from home, with reduced working hours, and some were even laid off. As a result, obtaining 

responses, even late ones, from potential participants proved extremely challenging. Despite the 

prevailing circumstances, the researcher proceeded to arrange and conduct interviews. Although the 

data collection period had to be extended well beyond what was initially anticipated, it was 

necessary in order to achieve data saturation. These COVID-19 challenges proved similar when the 

researcher needed to follow-up with interview participants throughout the write-up process to 

clarify particular points and/or obtain further information on a particular topic. Although it was 

challenging to elicit cooperation and timely responses, the researcher’s persistence in following up 

with individuals resulted in questions being addressed.   

Furthermore, this study focused on a single-case study of a state sport governing body and 

its two major events. Yin (2010) stated that a challenging aspect of doing case study research is 

understanding whether and how to generalise the findings, as a common conception is that findings 

from single case studies have little to no generalisability. However, according to Yin (2010), 

findings from case studies can be generalised if done on analytic grounds, which requires the 

relevant theoretical lens to be established at the start of the study and the findings to then 

demonstrate how the results reinforced or challenged the theory. In this instance, the researcher 

posed her case study of TQ and the 2020 ATP Cup and BI as one that would incorporate 

organisational and stakeholder theories.. TQ shares many common characteristics with other 

organisations (e.g., structural change, managing a variety of stakeholders, resource dependence). 

Thus, the findings are analytically generalisable to the same extent that these theories are applicable 

in other contexts. In spite of these limitations described, there is now an opportunity for further 

research to build upon the findings presented in this thesis.  
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7.6 Recommendations for Future Research 

While this study utilises stakeholder salience to contribute to the accumulated knowledge of 

event leveraging to enhance participation, future research examining the influence of stakeholder 

salience on achieving other objectives of interest through sport event leveraging is also warranted. 

In addition, this study investigated the salience of TQ’s key event stakeholders at one point in time. 

Given the dynamic nature of stakeholder salience and the fact that event stakeholders have been 

found to shift between Mitchell et al.’s (1997) stakeholder classes over time (Xue & Mason, 2011), 

future research should examine salience at different points in time to determine how stakeholder 

relationships with the focal organisation have changed. For instance, as Brisbane is due to host the 

2032 Summer Olympics, it would be worth further investigating how these new conditions have 

already impacted, and indeed, will impact, TQ’s event stakeholder environment.  

Moreover, to answer the overarching research question, this study investigated how an 

Australian NSO’s strategic responses to pressures for professionalisation impacted one SSO. Sport 

management researchers should explore the dynamics of change within multiple SSOs in other 

jurisdictions, as a result of pressures to professionalise at the national level. Also, the findings from 

this study are certainly more applicable to sport organisations and events akin to TQ and the ATP 

Cup and BI. Thus, further studies in the context sport governing bodies, event owners and sport 

events of different types and sizes to further understand how structural characteristics and 

stakeholder interactions impact leveraging activity and outcomes are warranted. Doing so would 

also help enhance the generalisability of related findings. 

 

 

 

  



 148 

 References 

 

Adriaanse, J., & Schofield, T. (2013). Analysing gender dynamics in sport governance: A new regimes-

based approach. Sport management review, 16(4), 498-513. doi:10.1016/j.smr.2013.01.006 

Adriaanse, J., & Schofield, T. (2014). The impact of gender quotas on gender equality in sport governance. 

Journal of Sport Management, 28(5), 485-497. doi:10.1123/jsm.2013-0108 

Aizawa, K., Orr, M., Inoue, Y., Nagazumi, J., & Yoshida, M. (2021). Leveraging sport events for sustainable 

sport participation: how schools contribute to sport development through events. European Sport 

Management Quarterly, 1-21. doi:10.1080/16184742.2021.1910326 

Amis, J., & Slack, T. (1996). The size-structure relationship in voluntary sport organizations. Journal of 

Sport Management, 10(1), 76-86.  

Amis, J., & Slack, T. (2010). Organisation theory and the management of sport organisations. In B. Houlihan 

(Ed.), Sport and Society: A student introduction (Vol. 2, pp. 348-374). London: SAGE Publications. 

Amis, J., Slack, T., & Berrett, T. (1995). The structural antecedents of conflict in voluntary sport 

organizations. Leisure studies, 14(1), 1-16. doi:10.1080/02614369500390011 

Anagnostopoulos, C. (2011). Stakeholder management in Greek professional football: identification and 

salience. Soccer and Society, 12(2), 249-264. doi:10.1080/14660970.2011.548361 

Atkinson, M. (2012). Key concepts in sport and exercise research methods. London: SAGE Publications. 

ATP Tour. (2018). ATP unveils 'ATP Cup' team event for 2020 season. Retrieved from 

https://www.atptour.com/en/news/atp-unveils-atp-cup-team-event-for-2020-season 

ATP Tour. (2019). Perth to host ATP cup in 2020. Retrieved from https://www.atptour.com/en/news/perth-

to-host-atp-cup-2020 

ATP Tour. (2021). History. Retrieved from https://www.atptour.com/en/corporate/history 

Auld, C. J. (1997). Professionalisation of Australian sport administration: The effects on organisational 

decision-making. European Journal for Sport Management, 4(2), 17-39.  

Auld, C. J., & Godbey, G. (1998). Influence in Canadian national sport organizations: Perceptions of 

professionals and volunteers. Journal of Sport Management, 12(1), 20-38.  

Australian Sports Commission. (2021a). Annual Report 2020 - 2021. Retrieved from 

https://www.sportaus.gov.au/__data/assets/pdf_file/0017/1027223/ASC-2020-21-Annual-Report.pdf 

Australian Sports Commission. (2021b). Sporting schools. Retrieved from 

https://www.sportaus.gov.au/schools 

Bakhsh, J. T., & Potwarka, L. R. (2020). Leveraging long-term sport participation from major events: The 

case of track cycling after the 2015 Pan Am/Parapan Am Games. Managing Sport and Leisure, 

25(6), 457-472. doi:10.1080/23750472.2020.1727767 

Bayle, E., & Robinson, L. (2007). A framework for understanding the performance of national governing 

bodies of sport. European Sport Management Quarterly, 7(3), 249-268. 

doi:10.1080/16184740701511037 

https://www.atptour.com/en/news/atp-unveils-atp-cup-team-event-for-2020-season
https://www.atptour.com/en/news/perth-to-host-atp-cup-2020
https://www.atptour.com/en/news/perth-to-host-atp-cup-2020
https://www.atptour.com/en/corporate/history
https://www.sportaus.gov.au/__data/assets/pdf_file/0017/1027223/ASC-2020-21-Annual-Report.pdf
https://www.sportaus.gov.au/schools


 149 

Biscaia, R., Hedlund, D. P., Dickson, G., & Naylor, M. (2018). Conceptualising and measuring fan identity 

using stakeholder theory. European Sport Management Quarterly, 18(4), 459-481. 

doi:10.1080/16184742.2017.1413580 

Blau, P. M., & Schoenherr, R. A. (1971). Structure of organizations. New York: Basic Books. 

Breuer, C., & Wicker, P. (2011). Sports development report 2009/2010. Analysis of sport clubs ‘situation in 

Germany, Abbreviated Version. Cologne: Sportverlag Strauß.  

Breuer, C., Wicker, P., & Von Hanau, T. (2012). Consequences of the decrease in volunteers among German 

sports clubs: Is there a substitute for voluntary work? International journal of sport policy and 

politics, 4(2), 173-186. doi:10.1080/19406940.2012.656681 

Brisbane International Tennis. (2017a). Stars align for Suncorp Kids Tennis Day. Retrieved from 

https://www.brisbaneinternational.com.au/2017/01/children-celebrated-kids-day/ 

Brisbane International Tennis. (2017b). Stosur launches Suncorp Kids Tennis Day. Retrieved from 

https://www.brisbaneinternational.com.au/2017/12/sam-stosur-launches-suncorp-kids-tennis-day/ 

Brisbane International Tennis. (2018). Guaranteed smiles at McDonald’s Kids Day. Retrieved from 

https://www.brisbaneinternational.com.au/2018/12/guaranteed-smiles-at-mcdonalds-kids-day/ 

Brisbane Tennis [@BrisbaneTennis]. (2020, January 12). Thank you to the 91,874 fans and nearly 200 

volunteers who made #BrisbaneTennis and the @ATPCup possible in 2020 [Tweet]. Retrieved from 

https://twitter.com/BrisbaneTennis/status/1216259240546856960.  

Brown, C., & Pappous, A. (2018). The organisational performance of national disability sport organisations 

during a time of austerity: A resource dependence theory perspective. International journal of sport 

policy and politics, 10(1), 63-78. doi:10.1080/19406940.2017.1381635 

Carlisle, H. M. (1974). Contingency Approach to Decentralization. S.A.M Advanced Management Journal, 

39(3), 9-18.  

Chalip, L. (2004). Beyond impact: A general model for sport event leverage. In B. W. Ritchie & D. Adair 

(Eds.), Sport tourism: Interrelationships, impacts and issues (Vol. 14). Clevedon: Channel View 

Publications. 

Chalip, L. (2006). Towards social leverage of sport events. Journal of Sport & Tourism, 11(2), 109-127. 

doi:10.1080/14775080601155126 

Chalip, L. (2017). Trading legacy for leverage. In I. Brittain, T. Byers, J. Bocarro, & K. Swart (Eds.), 

Legacies and mega events: Fact or fairy tales? (pp. 25-41). London: Routledge. 

Chalip, L., Green, B. C., Taks, M., & Misener, L. (2017). Creating sport participation from sport events: 

making it happen. International journal of sport policy and politics, 9(2), 257-276.  

Chalip, L., & Leyns, A. (2002). Local business leveraging of a sport event: Managing an event for economic 

benefit. Journal of Sport Management, 16(2), 132-158. doi:10.1123/jsm.16.2.132 

Chalip, L., & McGuirty, J. (2004). Bundling sport events with the host destination. Journal of Sport & 

Tourism, 9(3), 267-282. doi:10.1080/1477508042000320241 

https://www.brisbaneinternational.com.au/2017/01/children-celebrated-kids-day/
https://www.brisbaneinternational.com.au/2017/12/sam-stosur-launches-suncorp-kids-tennis-day/
https://www.brisbaneinternational.com.au/2018/12/guaranteed-smiles-at-mcdonalds-kids-day/
https://twitter.com/BrisbaneTennis/status/1216259240546856960


 150 

Chalkley, B., & Essex, S. (1999). Urban development through hosting international events: a history of the 

Olympic Games. Planning perspectives, 14(4), 369-394. doi:10.1080/026654399364184 

Chambers, S. (2020). Vasek Pospisil exclusive: Why time was right to form the PTPA (Professional Tennis 

Players Association). Retrieved from https://www.tennismajors.com/uncategorized/vasek-pospisil-

exclusive-ptpa-interview-289067.html 

Child, J. (1973). Predicting and understanding organization structure. Administrative Science Quarterly, 

18(2), 168-185. doi:10.2307/2392061 

Chisolm, E. (2020). Sloane Stephens calls out 'disrespectful' treatment of Ash Barty at Brisbane 

International. Retrieved from https://www.sportingnews.com/au/tennis/news/sloane-stephens-calls-

out-disrespectful-treatment-of-ash-barty-at-brisbane-international/i8ga4nxkoo24ze68okhq5lzn 

Clarkson, M. B. E. (1995). A stakeholder framework for analysing and evaluating corporate social 

performance. The Academy of Management Review, 20(1), 92-117. doi:10.2307/258888 

Clausen, J., & Bayle, E. (2017). Major sport events at the centre of International Sport Federations’ resource 

strategy. In M. Dodds, K. Heisey, & A. Ahonen (Eds.), Routledge Handbook of International Sport 

Business (pp. 37-53). London: Routledge. 

Clausen, J., Bayle, E., Giauque, D., Ruoranen, K., Lang, G., Nagel, S., . . . Schlesinger, T. (2018). Drivers of 

and barriers to professionalization in international sport federations. Journal of Global Sport 

Management, 3(1), 37-60. doi:10.1080/24704067.2017.1411165 

Connelly, F. M., & Clandinin, D. J. (2006). Narrative Inquiry. In J. L. Green, G. Camilli, & P. B. Elmore 

(Eds.), Handbook of complementary methods in education research (3 ed., pp. 477-487). London: 

Routledge. 

Cornforth, C. (2012). Nonprofit governance research: Limitations of the focus on boards and suggestions for 

new directions. Nonprofit and Voluntary Sector Quarterly, 41(6), 1116-1135. 

doi:10.1177/0899764011427959 

Creswell, J. W. (2013). Qualitative inquiry and research design: Choosing among five approaches (3rd ed. 

Vol. 3). Thousand Oaks, CA: SAGE Publications. 

Creswell, J. W. (2014). Research design: Qualitative, quantitative, and mixed methods approaches (4 ed.). 

Thousand Oaks, CA: SAGE Publications. 

Creswell, J. W., & Poth, C. (2017). Qualitative inquiry and research design: Choosing among five 

approaches: Sage publications. 

Crompton, J. (1995). Economic impact analysis of sports facilities and events: Eleven sources of 

misapplication. Journal of Sport Management, 9(1), 14-35. doi:10.1123/jsm.9.1.14 

Cunningham, D., Slack, T., & Hinings, B. (1987). Changing design archetypes in amateur sport 

organizations. In T. Slack & B. Hinings (Eds.), The organization and administration of sport (pp. 

59-81). London, Ontario: Sports Dynamics. 

Cuskelly, G., Hoye, R., & Auld, C. (2006). Working with volunteers in sport: Theory and practice. London: 

Routledge. 

https://www.tennismajors.com/uncategorized/vasek-pospisil-exclusive-ptpa-interview-289067.html
https://www.tennismajors.com/uncategorized/vasek-pospisil-exclusive-ptpa-interview-289067.html
https://www.sportingnews.com/au/tennis/news/sloane-stephens-calls-out-disrespectful-treatment-of-ash-barty-at-brisbane-international/i8ga4nxkoo24ze68okhq5lzn
https://www.sportingnews.com/au/tennis/news/sloane-stephens-calls-out-disrespectful-treatment-of-ash-barty-at-brisbane-international/i8ga4nxkoo24ze68okhq5lzn


 151 

Daft, R. L. (2019). Organization theory & design (13 ed.). Boston, MA: Cengage. 

Denzin, N. K. (1978). The research act: A theoretical introduction to sociological methods (2 ed.). New 

York, NY: McGraw HIll. 

Doherty, A. J., & Carron, A. V. (2003). Cohesion in volunteer sport executive committees. Journal of Sport 

Management, 17(2), 116-141. doi:10.1123/jsm.17.2.116 

Donaldson, T., & Preston, L. E. (1995). The stakeholder theory of the corporation: Concepts, evidence, and 

implications. Academy of management review, 20(1), 65-91. doi:10.5465/AMR.1995.9503271992 

Donnelly, P. (1981). Toward a definition of sport subcultures. In M. Hart & S. Birrell (Eds.), Sport in the 

sociocultural process (pp. 565-587). Dubuque, IA: William C. Brown. 

Dowling, M., Edwards, J., & Washington, M. (2014). Understanding the concept of professionalisation in 

sport management research. Sport management review, 17(4), 520-529. 

doi:10.1016/j.smr.2014.02.003 

Dwyer, L., Mellor, R., Mistilis, N., & Mules, T. (2000). A framework for assessing “tangible” and 

“intangible” impacts of events and conventions. Event Management, 6(3), 175-189. 

doi:10.3727/096020197390257 

Etzioni, A. (1964). Modern Organisations. Englewood Cliffs, NJ: Prentice Hall. 

Ferkins, L., & Shilbury, D. (2010). Developing board strategic capability in sport organisations: The 

national–regional governing relationship. Sport management review, 13(3), 235-254. 

doi:10.1016/j.smr.2010.01.009 

Ferkins, L., & Shilbury, D. (2012). Good boards are strategic: What does that mean for sport governance? 

Journal of Sport Management, 26(1), 67-80. doi:10.1123/jsm.26.1.67 

Ferkins, L., & Shilbury, D. (2015a). Board strategic balance: An emerging sport governance theory. Sport 

management review, 18(4), 489-500. doi:10.1016/j.smr.2014.12.002 

Ferkins, L., & Shilbury, D. (2015b). The stakeholder dilemma in sport governance: Toward the notion of 

“stakeowner”. Journal of Sport Management, 29(1), 93-108. doi:10.1123/JSM.2013-0182 

Ferkins, L., Shilbury, D., & McDonald, G. (2005). The role of the board in building strategic capability: 

Towards an integrated model of sport governance research. Sport management review, 8(3), 195-

225. doi:10.1016/S1441-3523(05)70039-5 

Ferkins, L., Shilbury, D., & McDonald, G. (2009). Board involvement in strategy: Advancing the 

governance of sport organizations. Journal of Sport Management, 23(3), 245-277. 

doi:10.1123/jsm.23.3.245 

Ferkins, L., Shilbury, D., & O’Boyle, I. (2018). Leadership in governance: Exploring collective board 

leadership in sport governance systems. Sport management review, 21(3), 221-231. 

doi:10.1016/j.smr.2017.07.007 

Freeman, R. E. (1984). Strategic Management: A stakeholder approach. Boston: Pitman. 



 152 

Friedman, M. T., & Mason, D. S. (2004). A stakeholder approach to understanding economic development 

decision making: Public subsidies for professional sport facilities. Economic Development 

Quarterly, 18(3), 236-254. doi:10.1177/0891242404265795 

Friedman, M. T., Parent, M. M., & Mason, D. S. (2004). Building a framework for issues management in 

sport through stakeholder theory. European Sport Management Quarterly, 4(3), 170-190. 

doi:10.1080/16184740408737475 

Galletta, A. (2013). Mastering the semi-structured interview and beyond: From research design to analysis 

and publication. New York: NYU press. 

Gardiner, S., & Chalip, L. (2006). Leveraging a mega-event when not the host city: Lessons from pre-

Olympic training: CRC for Sustainable Tourism. 

Getz, D., & Fairley, S. (2004). Media management at sport events for destination promotion: Case studies 

and concepts. Event Management, 8(3), 127-139. doi:10.3727/1525995031436926 

Gibson, A. D. (2010). The Association of Tennis Professionals: From Player Association to Governing 

Body. Journal of Applied Business & Economics, 10(5), 23-32.  

Glaser, B. G., & Strauss, A. L. (1967). The discovery of grounded theory: Strategies for qualitative research. 

Chicago: Aldine Publishing. 

Gotham, K. F. (2007). Critical theory and Katrina: Disaster, spectacle and immanent critique. City, 11(1), 81-

99. doi:10.1080/13604810701200870 

Grand Slam Board. (2020). 2020 Official Grand Slam Rule Book. Retrieved from 

https://www.itftennis.com/media/2495/grand-slam-rulebook-2020-f.pdf 

Green, B. C. (2001). Leveraging subculture and identity to promote sport events. Sport management review, 

4(1), 1-19. doi:10.1016/S1441-3523(01)70067-8 

Guba, E. G. (1990). The alternative paradigm dialog. In E. G. Guba (Ed.), The paradigm dialog (pp. 17-30). 

Newbury Park, CA: SAGE Publications. 

Guba, E. G., & Lincoln, Y. S. (1994). Competing paradigms in qualitative research. In N. K. Denzin & Y. S. 

Lincoln (Eds.), Handbook of qualitative research (pp. 105-117). Thousand Oaks, CA: Sage. 

Hammersley, M., & Atkinson, P. (2007). Ethnography: Principles in practice (3 ed.). London: Routledge. 

Hanlon, C., & Jago, L. (2000). Pulsating sporting events: An organisational structure to optimise 

performance. In J. Allen, R. Harris, L. Jago, & A. Veal (Eds.), Events Beyond 2000: Setting the 

Agenda. Proceedings of conference on event evaluation, research and education (pp. 93-105). 

Sydney, Australia: Australian Centre for Event Management. 

Harman, N. (2013). Court confidential: Inside the world of Tennis. London: Biteback Publishing. 

Harrison, J. S., & St. John, C. H. (2014). Foundations in strategic management (6th ed.). Mason, OH: 

Thomson South-Western. 

Hartley, J. (2004). Case Study Research. In C. Cassell & G. Symon (Eds.), Essential guide to qualitative 

methods in organizational research (pp. 323-333). London: SAGE Publications. 

https://www.itftennis.com/media/2495/grand-slam-rulebook-2020-f.pdf


 153 

Hautbois, C., Parent, M. M., & Séguin, B. (2012). How to win a bid for major sporting events? A stakeholder 

analysis of the 2018 Olympic Winter Games French bid. Sport management review, 15(3), 263-275. 

doi:10.1016/j.smr.2012.01.002 

Henry, I., & Lee, P. C. (2004). Governance and ethics in sport. In J. Beech & S. Chadwick (Eds.), The 

business of sport management (pp. 25-41). Essex: Pearson Education. 

Heron, J., & Reason, P. (1997). A participatory inquiry paradigm. Qualitative inquiry, 3(3), 274-294. 

doi:10.1177/107780049700300302 

Hindson, A., Gidlow, B., & Peebles, C. (1994). The trickledown effect of top-level sport: Myth or reality? A 

case study of the Olympics. Australian Journal of Leisure and Recreation, 4(1), 16-31.  

Hoskyn, K., Dickson, G., & Sotiriadou, P. (2018). Leveraging medium-sized sport events to attract club 

participants. Marketing Intelligence & Planning, 36(2), 199-212. doi:10.1108/MIP-04-2017-0063 

Hoye, R., & Cuskelly, G. (2003a). Board power and performance within voluntary sport organisations. 

European Sport Management Quarterly, 3(2), 103-119. doi:10.1080/16184740308721943 

Hoye, R., & Cuskelly, G. (2003b). Board–executive relationships within voluntary sport organisations. Sport 

management review, 6, 53-74. doi:10.1016/S1441-3523(03)70053-9 

Hoye, R., & Cuskelly, G. (2007). Sport governance. London: Routledge. 

Hoye, R., & Doherty, A. (2011). Nonprofit sport board performance: A review and directions for future 

research. Journal of Sport Management, 25(3), 272-285. doi:10.1123/jsm.25.3.272 

Hoye, R., Parent, M. M., Taks, M., Naraine, M. L., Seguin, B., & Thompson, A. (2020). Design archetype 

utility for understanding and analyzing the governance of contemporary national sport organizations. 

Sport management review, 23(4), 576-587. doi:10.1016/j.smr.2019.10.002 

Huml, M. R., Hambrick, M. E., Hums, M. A., & Nite, C. (2018). It’s powerful, legitimate, and urgent, but is 

it equitable? Stakeholder claims within the attributes of stakeholder salience in sport. Journal of 

Sport Management, 32(3), 243-256. doi:10.1123/jsm.2017-0192 

Inglis, S. (1994). Exploring volunteer board member and executive director needs: Importance and 

fulfilment. Journal of Applied Recreation Research, 19(3), 171-189.  

Inglis, S. (1997). Shared leadership in the governance of amateur sport. AVANTE Journal, 3(1), 14-33.  

International Tennis Federation. (2021a). About the ITF. Retrieved from 

https://event.itftennis.com/olympics/organisation/%2Folympics%2Forganisation%2Fabout-the-itf 

International Tennis Federation. (2021b). Company Structure. Retrieved from 

https://www.itftennis.com/en/about-us/organisation/company-structure/?type=boardOfDirectors 

Jones, I. (2014). Research methods for sports studies (3 ed.). London: Routledge. 

Kasale, L. L., Winand, M., & Morrow, S. (2019). A stakeholder approach to performance management in 

Botswana National Sport Organisations. Managing Sport and Leisure, 24(4), 226-243. 

doi:10.1080/23750472.2019.1612269 

https://event.itftennis.com/olympics/organisation/%2Folympics%2Forganisation%2Fabout-the-itf
https://www.itftennis.com/en/about-us/organisation/company-structure/?type=boardOfDirectors


 154 

Kellett, P., Hede, A.-M., & Chalip, L. (2008). Social policy for sport events: Leveraging (relationships with) 

teams from other nations for community benefit. European Sport Management Quarterly, 8(2), 101-

121. doi:10.1080/16184740802024344 

Kelly, D. M., Fairley, S., & O'Brien, D. (2019). It was never ours: Formalised event hosting rights and 

leverage. Tourism Management, 73, 123-133. doi:10.1016/j.tourman.2019.01.016 

Kikulis, L. M. (2000). Continuity and change in governance and decision making in national sport 

organizations: Institutional explanations. Journal of Sport Management, 14(4), 293-320. 

doi:10.1123/jsm.14.4.293 

Kikulis, L. M., Slack, T., & Hinings, B. (1992). Institutionally specific design archetypes: A framework for 

understanding change in national sport organizations. International review for the sociology of sport, 

27(4), 343-368. doi:10.1177/101269029202700405 

Kikulis, L. M., Slack, T., Hinings, B., & Zimmermann, A. (1989). A structural taxonomy of amateur sport 

organizations. Journal of Sport Management, 3(2), 129-150. doi:10.1123/jsm.3.2.129 

Killion, L., & Fisher, R. (2018). Ontology, epistemology: paradigms and parameters for qualitative 

approaches to tourism research. In W. Hillman & K. Radel (Eds.), Qualitative Methods in Tourism 

Research: Theory and Practice (pp. 1-28). Bristol, UK: Channel View Publications. 

Landor and Fitch. (2020). Get Your Racquet On. Retrieved from https://landoraustralia.blog/get-your-

racquet-

on#:~:text=The%20'Get%20Your%20Racquet%20On,people%20back%20to%20the%20sport. 

Lincoln, Y. S., & Guba, E. G. (2013). The constructivist credo. Walnut Creek, CA: Left Coast Press, Inc. 

Lincoln, Y. S., Lynham, S. A., & Guva, E. G. (2011). Paradigmatic controversies, contradictions, and 

emerging confluences, revisited. In N. K. Denzin & Y. S. Lincoln (Eds.), The Sage handbook of 

qualitative research (5 ed., pp. 222-264). Thousand Oaks, CA: SAGE Publications. 

Lucidarme, S., Babiak, K., & Willem, A. (2018). Governmental power in elite sport networks: a resource-

dependency perspective. European Sport Management Quarterly, 18(3), 348-372. 

doi:10.1080/16184742.2017.1405998 

Lutton, P. (2020). Ash Barty to play at last as Brisbane director defends schedule. Retrieved from 

https://www.smh.com.au/sport/ash-barty-to-play-at-last-as-brisbane-director-defends-schedule-

20200108-p53pvr.html 

Macintosh, D., & Whitson, D. (1990). The game planners: Transforming Canada's sport system. Montreal, 

Canada: McGill-Queen's University Press. 

Malatesta, D., & Smith, C. R. (2014). Lessons from Resource Dependence Theory for Contemporary Public 

and Nonprofit Management. Public Administration Review, 74(1), 14-25. doi:10.1111/puar.12181 

May, C. (2021a). Australian Sport Policy. Retrieved from 

https://www.clearinghouseforsport.gov.au/kb/australian-sport-policy 

May, C. (2021b). Structure of Australian sport. Retrieved from 

https://www.clearinghouseforsport.gov.au/kb/structure-of-australian-sport 

https://landoraustralia.blog/get-your-racquet-on#:~:text=The%20'Get%20Your%20Racquet%20On,people%20back%20to%20the%20sport
https://landoraustralia.blog/get-your-racquet-on#:~:text=The%20'Get%20Your%20Racquet%20On,people%20back%20to%20the%20sport
https://landoraustralia.blog/get-your-racquet-on#:~:text=The%20'Get%20Your%20Racquet%20On,people%20back%20to%20the%20sport
https://www.smh.com.au/sport/ash-barty-to-play-at-last-as-brisbane-director-defends-schedule-20200108-p53pvr.html
https://www.smh.com.au/sport/ash-barty-to-play-at-last-as-brisbane-director-defends-schedule-20200108-p53pvr.html
https://www.clearinghouseforsport.gov.au/kb/australian-sport-policy
https://www.clearinghouseforsport.gov.au/kb/structure-of-australian-sport


 155 

McCartney, G., Hanlon, P., & Bond, L. (2013). How will the 2014 Commonwealth Games impact on 

Glasgow’s health, and how will we know? Evaluation, 19(1), 24-39. 

doi:10.1177/1356389012471885 

McDonald, H., & Sherry, E. (2010). Evaluating sport club board performance: A customer perspective. 

Journal of Sport Management, 24(5), 524-543. doi:10.1123/jsm.24.5.524 

Merriam, S. B., & Tisdell, E. J. (2016). Qualitative research: A guide to design and implementation (4 ed.). 

San Francisco, CA: Jossey-Bass. 

Miles, M. B., Huberman, A. M., & Saldaña, J. (2014). Qualitative data analysis: A methods sourcebook (3 

ed.). Thousand Oaks, Califorinia: SAGE Publications. 

Mintzberg, H. (1979). The structuring of organizations. . Englewood Cliffs, NJ: Prentice Hall. 

Miragaia, D., Brito, M., & Ferreira, J. (2016). The role of stakeholders in the efficiency of nonprofit sports 

clubs. Nonprofit management and leadership, 27(1), 113-134. doi:10.1002/nml.21210 

Miragaia, D., Ferreira, J., & Carreira, A. (2014). Do stakeholders matter in strategic decision making of a 

sports organization? Revista de administração de empresas, 54(6), 647-658. doi:10.1590/S0034-

759020140605 

Misener, L., Taks, M., Chalip, L., & Green, B. C. (2015). The elusive “trickle-down effect” of sport events: 

Assumptions and missed opportunities. Managing Sport and Leisure, 20(2), 135-156. 

doi:10.1080/23750472.2015.1010278 

Mitchell, R. K., Agle, B. R., & Wood, D. J. (1997). Toward a theory of stakeholder identification and 

salience: Defining the principle of who and what really counts. Academy of management review, 

22(4), 853-886.  

Mules, T., & Faulkner, B. (1996). An economic perspective on special events. Tourism economics, 2(2), 

107-117. doi:10.1177/135481669600200201 

Musselwhite, K., Cuff, L., McGregor, L., & King, K. M. (2007). The telephone interview is an effective 

method of data collection in clinical nursing research: A discussion paper. International Journal of 

Nursing Studies, 44(6), 1064-1070. doi:10.1016/j.ijnurstu.2006.05.014 

Nagel, S., Schlesinger, T., Bayle, E., & Giauque, D. (2015). Professionalisation of sport federations–a multi-

level framework for analysing forms, causes and consequences. European Sport Management 

Quarterly, 15(4), 407-433. doi:10.1080/16184742.2015.1062990 

Naraine, M. L., Schenk, J., & Parent, M. M. (2016). Coordination in international and domestic sports 

events: Examining stakeholder network governance. Journal of Sport Management, 30(5), 521-537. 

doi:10.1123/jsm.2015-0273 

Neville, B. A., Bell, S. J., & Whitwell, G. J. (2011). Stakeholder salience revisited: Refining, redefining, and 

refueling an underdeveloped conceptual tool. Journal of business ethics, 102(3), 357-378. 

doi:10.1007/s10551-011-0818-9 

O'Boyle, I., & Shilbury, D. (2016). Comparing federal and unitary models of sport governance: a case study 

investigation. Managing Sport and Leisure, 21(6), 353-374. doi:10.1080/23750472.2017.1289339 



 156 

O'Brien, D. (2007). Points of leverage: Maximizing host community benefit from a regional surfing festival. 

European Sport Management Quarterly, 7(2), 141-165.  

O'Brien, D., & Chalip, L. (2007). Executive training exercise in sport event leverage. International Journal 

of Culture, Tourism and Hospitality Research, 1(4), 296-304. doi:10.1108/17506180710824181 

O'Brien, D., & Chalip, L. (2008). Sport events and strategic leveraging: Pushing towards the triple bottom 

line. In A. Woodside & D. Martin (Eds.), Tourism Management: Analysis, Behaviour and Strategy 

(pp. 318-338). Cambridge, MA: CABI. 

O’Boyle, I., & Shilbury, D. (2020). Sport systems, national sport organisations and the governance of sport 

codes. In D. Shilbury & L. Ferkins (Eds.), Routledge Handbook of Sport Governance (pp. 94-106). 

London: Routledge. 

O’Brien, D. (2006). Event business leveraging the Sydney 2000 Olympic games. Annals of Tourism 

Research, 33(1), 240-261.  

O’Brien, D. (2022). Strategic paradigms in international and national sport federations. In D. Shilbury (Ed.), 

A research agenda for sport management (pp. 111-126). London: Elgar. 

O’Brien, D., & Gardiner, S. (2006). Creating Sustainable Mega Event Impacts: Networking and Relationship 

Development through Pre-Event Training. Sport management review, 9(1), 25-47. 

doi:10.1016/S1441-3523(06)70018-3 

O’Brien, D., Parent, M. M., Ferkins, L., & Gowthorp, L. (2019). Strategic management in sport. London: 

Routledge. 

O’Brien, D., & Slack, T. (1999). Deinstitutionalising the amateur ethic: An empirical examination of change 

in a rugby union football club. Sport management review, 2(1), 24-42. doi:10.1016/S1441-

3523(99)70088-4 

O’Brien, D., & Slack, T. (2003). An analysis of change in an organizational field: The professionalization of 

English rugby union. Journal of Sport Management, 17(4), 417-448. doi:10.1123/jsm.17.4.417 

O’Brien, D., & Slack, T. (2004). The emergence of a professional logic in English rugby union: The role of 

isomorphic and diffusion processes. Journal of Sport Management, 18(1), 13-39. 

doi:10.1123/jsm.18.1.13 

Opdenakker, R. (2006). Advantages and disadvantages of four interview techniques in qualitative research. 

Forum: Qualitative Social Research, 7(4).  

Parent, M. M. (2008). Evolution and issue patterns for major-sport-event organizing committees and their 

stakeholders. Journal of Sport Management, 22(2), 135-164. doi:10.1123/jsm.22.2.135 

Parent, M. M., & Deephouse, D. L. (2007). A case study of stakeholder identification and prioritization by 

managers. Journal of business ethics, 75(1), 1-23. doi:10.1007/s10551-007-9533-y 

Parent, M. M., Hoye, R., Taks, M., Thompson, A., Naraine, M. L., Lachance, E. L., & Séguin, B. (2021). 

National sport organization governance design archetypes for the twenty-first century. European 

Sport Management Quarterly, 1-21. doi:10.1080/16184742.2021.1963801 



 157 

Parent, M. M., Kristiansen, E., Skille, E. Å., & Hanstad, D. V. (2015). The sustainability of the Youth 

Olympic Games: Stakeholder networks and institutional perspectives. International review for the 

sociology of sport, 50(3), 326-348. doi:10.1177/1012690213481467 

Parent, M. M., Naraine, M. L., & Hoye, R. (2018). A new era for governance structures and processes in 

Canadian national sport organizations. Journal of Sport Management, 32(6), 555-566. 

doi:doi.org/10.1123/jsm.2018-0037 

Parent, M. M., & O’Brien, D. (2018). Organisation theory and sport management. In D. Hassan (Ed.), 

Managing Sport Business: An Introduction (2 ed., pp. 179-205). London: Routledge. 

Parent, M. M., & Ruetsch, A. (2020). Managing major sports events: Theory and practice (2 ed.). London: 

Routledge. 

Park, Y. S., Konge, L., & Artino, A. R. (2020). The positivism paradigm of research. Academic medicine, 

95(5), 690-694. doi:10.1097/ACM.0000000000003093 

Patil, S. (2020). Pro tennis needs an organization that advocates for players’ health, safety and prize money. 

Retrieved from https://theconversation.com/pro-tennis-needs-an-organization-that-advocates-for-

players-health-safety-and-prize-money-149203 

Patton, M. Q. (2014). Qualitative research & evaluation methods: Integrating theory and practice (4 ed.). 

Thousand Oaks, CA: SAGE Publications. 

Pfeffer, J. (1981). Power in organisations. Marshfield, MA: Pitman. 

Pfeffer, J., & Salancik, G. R. (1978). The External Control of Organizations: A Resource Dependence 

Perspective. New York: Harper & Row. 

Phillips, R. (1997). Stakeholder theory and a principle of fairness. Business Ethics Quarterly, 7(1), 51-66. 

doi:10.2307/3857232 

Phillips, R. (2003). Stakeholder Legitimacy. Business Ethics Quarterly, 13(1), 25-41. 

doi:10.5840/beq20031312 

Post, J. E., Preston, L. E., & Sachs, S. (2002). Managing the extended enterprise: The new stakeholder view. 

California management review, 45(1), 6-28. doi:10.2307/41166151 

Potwarka, L. R., Snelgrove, R., Drewery, D., Bakhsh, J., & Wood, L. (2020). From intention to participation: 

Exploring the moderating role of a voucher-based event leveraging initiative. Sport management 

review, 23(2), 302-314. doi:10.1016/j.smr.2019.03.002 

PTPA. (2021). About the PTPA. Retrieved from https://ptpaplayers.com/faq/ 

Pugh, D. S., Hickson, D. J., Hinings, C. R., & Turner, C. (1968). Dimensions of organization structure. 

Administrative Science Quarterly, 13(1), 65-105. doi:10.2307/2391262 

Queensland Government Department of Housing and Public Works. (2019). Our Active8 2019-2022 

Activate! Queensland action plan. Retrieved from 

https://www.dtis.qld.gov.au/__data/assets/pdf_file/0006/1538736/active8sportrecreationstrategyactio

nplan.pdf 

Rosenau, J. (1995). Governance in the twenty-first century. Global Governance, 1(1), 13-43.  

https://theconversation.com/pro-tennis-needs-an-organization-that-advocates-for-players-health-safety-and-prize-money-149203
https://theconversation.com/pro-tennis-needs-an-organization-that-advocates-for-players-health-safety-and-prize-money-149203
https://ptpaplayers.com/faq/
https://www.dtis.qld.gov.au/__data/assets/pdf_file/0006/1538736/active8sportrecreationstrategyactionplan.pdf
https://www.dtis.qld.gov.au/__data/assets/pdf_file/0006/1538736/active8sportrecreationstrategyactionplan.pdf


 158 

Ruoranen, K., Klenk, C., Schlesinger, T., Bayle, E., Clausen, J., Giauque, D., & Nagel, S. (2016). 

Developing a conceptual framework to analyse professionalization in sport federations. European 

journal for sport and society, 13(1), 55-74. doi:10.1080/16138171.2016.1153881 

Saldaña, J. (2011). Fundamentals of qualitative research. New York: Oxford University Press. 

Senaux, B. (2008). A stakeholder approach to football club governance. International Journal of Sport 

Management and Marketing, 4(1), 4-17. doi:10.1504/IJSMM.2008.017655 

Shilbury, D., & Ferkins, L. (2011). Professionalisation, sport governance and strategic capability. Managing 

leisure, 16(2), 108-127. doi:10.1080/13606719.2011.559090 

Shilbury, D., & Ferkins, L. (2020). An overview of sport governance scholarship. In D. Shilbury & L. 

Ferkins (Eds.), Routledge Handbook of Sport Governance (pp. 1-12). Oxford: Routledge. 

Shilbury, D., Ferkins, L., & Smythe, L. (2013). Sport governance encounters: Insights from lived 

experiences. Sport management review, 16(3), 349-363. doi:10.1016/j.smr.2012.12.001 

Shilbury, D., Karg, A., Rowe, K., & Phillips, P. (2020). Sport management in Australia: An organisational 

overview (5 ed.). Crows Nest, NSW: Allen & Unwin. 

Skinner, J., Edwards, A., & Corbett, B. (2015). Research methods for sport management. London: 

Routledge. 

Slack, T., & Hinings, B. (1987). Planning and organizational change: a conceptual framework for the 

analysis of amateur sport organizations. Canadian Journal of Sport Science, 12(4), 185-193.  

Slack, T., & Hinings, B. (1992). Understanding change in national sport organizations: An integration of 

theoretical perspectives. Journal of Sport Management, 6(2), 114-132. doi:10.1123/jsm.6.2.114 

Slack, T., & Hinings, B. (1994). Institutional pressures and isomorphic change: An empirical test. 

Organization Studies, 15(6), 803-827. doi:10.1177/017084069401500602 

Slack, T., & Parent, M. M. (2006). Understanding sport organizations: The application of organization 

theory. Champaign, IL: Human Kinetics. 

Smith, A. (2010). Leveraging benefits from major events: Maximising opportunities for peripheral urban 

areas. Managing leisure, 15(3), 161-180. doi:10.1080/13606710902752794 

Sorrentini, A., & Pianese, T. (2011). The relationships among stakeholders in the organization of men’s 

professional tennis events. Global Business and Management Research: An International Journal, 

3(2), 141-156.  

Sotiriadou, P. (2009). The Australian sport system and its stakeholders: development of cooperative 

relationships. Sport in Society, 12(7), 842-860. doi:10.1080/17430430903053067 

Sotiriadou, P., Brouwers, J., & Le, T.-A. (2014). Choosing a qualitative data analysis tool: A comparison of 

NVivo and Leximancer. Annals of Leisure Research, 17(2), 218-234. 

doi:10.1080/11745398.2014.902292 

Sotiriadou, P., & Wicker, P. (2013). Community sports clubs' responses to institutional and resource 

dependence pressures for government grants. Annals of Leisure Research, 16(4), 297-314. 

doi:10.1080/11745398.2013.853338 



 159 

Sport Australia. (2021). Sporting Schools Grant Guidelines 2022. Retrieved from 

https://www.sportaus.gov.au/__data/assets/pdf_file/0013/1008013/Sporting-Schools-Program-

Guidelines.pdf 

Stadium Taskforce. (2018). Stadium Taskforce Report: Final Report to the Minister for Housing and Public 

Works, Minister for Digital Technology and Minister for Sport. Retrieved from 

https://www.hpw.qld.gov.au/__data/assets/pdf_file/0011/5015/stadiumtaskforcereport.pdf 

Suchman, M. C. (1995). Managing legitimacy: Strategic and institutional approaches. Academy of 

management review, 20(3), 571-610. doi:10.2307/258788 

Taks, M., Green, B. C., Misener, L., & Chalip, L. (2014). Evaluating sport development outcomes: The case 

of a medium-sized international sport event. European Sport Management Quarterly, 14(3), 213-

237. doi:10.1080/16184742.2014.882370 

Taks, M., Green, B. C., Misener, L., & Chalip, L. (2018). Sport participation from sport events: why it 

doesn’t happen? Marketing Intelligence & Planning, 36(2), 185-198. doi:10.1108/MIP-05-2017-

0091 

Taylor, M., & O'Sullivan, N. (2009). How should national governing bodies of sport be governed in the UK? 

An exploratory study of board structure. Corporate governance: an international review, 17(6), 681-

693. doi:10.1111/j.1467-8683.2009.00767.x 

Teare, G., & Taks, M. (2021). Sport events for sport participation: A scoping review. Frontiers in sports and 

active living, 3. doi:10.3389/fspor.2021.655579 

Tennis Australia. (2019). Pro tournaments. Retrieved from https://www.tennis.com.au/news-and-events/pro-

tournaments 

Tennis Australia. (2020). Annual Report 2019-2020. Retrieved from https://www.tennis.com.au/wp-

content/uploads/2020/12/MI-20-115-Tennis-Australia-Annual-Report-2019-2020_SML.pdf 

Tennis Australia. (2021). Affilitation Benefits. Retrieved from https://www.tennis.com.au/clubs/club-

support/club-management/affiliation-benefits 

Tennis Majors. (2020). ITF: Role, chairman, structure, all you need to know. Retrieved from 

https://www.tennismajors.com/others-news/itf-role-chairman-structure-all-you-need-to-know-

81526.html 

Tennis Queensland. (2012). Tennis Queensland Annual Report 2011-2012. Retrieved from 

https://www.tennis.com.au/qld/files/2015/10/Tennis-Queensland-Annual-Report-2011-12.pdf 

Tennis Queensland. (2013). Tennis Queensland Annual Report 2012-2013. Retrieved from 

https://www.tennis.com.au/qld/files/2015/10/Tennis-Queensland-Annual-Report-2012-13.pdf 

Tennis Queensland. (2014). Tennis Queensland Annual Report 2013-14. Retrieved from 

https://www.tennis.com.au/qld/files/2015/10/Tennis-Queensland-Annual-Report-2013-14.pdf 

Tennis Queensland. (2015). Tennis Queensland Annual Report 2014-15. Retrieved from 

https://www.tennis.com.au/qld/files/2015/11/2014-15-Tennis-Queensland-Annual-Report-spreads-

LR.pdf 

https://www.sportaus.gov.au/__data/assets/pdf_file/0013/1008013/Sporting-Schools-Program-Guidelines.pdf
https://www.sportaus.gov.au/__data/assets/pdf_file/0013/1008013/Sporting-Schools-Program-Guidelines.pdf
https://www.hpw.qld.gov.au/__data/assets/pdf_file/0011/5015/stadiumtaskforcereport.pdf
https://www.tennis.com.au/news-and-events/pro-tournaments
https://www.tennis.com.au/news-and-events/pro-tournaments
https://www.tennis.com.au/wp-content/uploads/2020/12/MI-20-115-Tennis-Australia-Annual-Report-2019-2020_SML.pdf
https://www.tennis.com.au/wp-content/uploads/2020/12/MI-20-115-Tennis-Australia-Annual-Report-2019-2020_SML.pdf
https://www.tennis.com.au/clubs/club-support/club-management/affiliation-benefits
https://www.tennis.com.au/clubs/club-support/club-management/affiliation-benefits
https://www.tennismajors.com/others-news/itf-role-chairman-structure-all-you-need-to-know-81526.html
https://www.tennismajors.com/others-news/itf-role-chairman-structure-all-you-need-to-know-81526.html
https://www.tennis.com.au/qld/files/2015/10/Tennis-Queensland-Annual-Report-2011-12.pdf
https://www.tennis.com.au/qld/files/2015/10/Tennis-Queensland-Annual-Report-2012-13.pdf
https://www.tennis.com.au/qld/files/2015/10/Tennis-Queensland-Annual-Report-2013-14.pdf
https://www.tennis.com.au/qld/files/2015/11/2014-15-Tennis-Queensland-Annual-Report-spreads-LR.pdf
https://www.tennis.com.au/qld/files/2015/11/2014-15-Tennis-Queensland-Annual-Report-spreads-LR.pdf


 160 

Tennis Queensland. (2016). Tennis Queensland Annual Report 2015-2016. Retrieved from 

https://www.tennis.com.au/qld/files/2016/10/1516-Annual-Report-spread-.pdf 

Tennis Queensland. (2017). Tennis Queensland Annual Report 2016-17. Retrieved from 

https://www.tennis.com.au/qld/files/2017/10/Annual-report-1617-_-Spread.pdf 

Tennis Queensland. (2018a). RE: Queensland Tennis Centre – Transport & Public Works Inquiry. Retrieved 

from https://www.parliament.qld.gov.au/documents/Committees/TPWC/2018/5TennisCentre/5-qon-

24SEPT2018.pdf#search=%22tennis%20queensland%22 

Tennis Queensland. (2018b). Tennis Queensland Annual Report 2017-18. Retrieved from 

https://www.tennis.com.au/qld/files/2019/01/2017-18-Annual-Report-1.pdf 

Tennis Queensland. (2019a). Have a Hit with your Brisbane International ticket. Retrieved from 

https://www.tennis.com.au/qld/news/2019/01/01/have-a-hit-with-your-brisbane-international-ticket 

Tennis Queensland. (2019b). Tennis Queensland Annual Report 2018-19. Retrieved from 

https://www.tennis.com.au/qld/files/2021/05/Annual-Report-2018-19-FINAL_compressed.pdf 

Tennis Queensland. (2020a). Queensland clubs join the social revolution. Retrieved from 

https://www.tennis.com.au/qld/news/2020/01/22/queensland-clubs-join-the-social-tennis-revolution 

Tennis Queensland. (2020b). Tennis Queensland 2017-2020 Strategic Plan in Review. Retrieved from 

https://www.tennis.com.au/qld/files/2021/03/Strategic-Review-2017-2020.pdf 

Tennis Queensland. (2020c). Tennis Queensland Annual Report 2019-2020. Retrieved from 

https://www.tennis.com.au/qld/files/2020/11/Tennis-Queensland-Annual-Report-2020.pdf 

Tennis Queensland. (2020d). Tennis Queensland Organisation Chart. Retrieved from  

Tennis Queensland. (2020e). Tennis Queensland Strategic Plan 2024. Retrieved from 

https://www.tennis.com.au/qld/files/2020/07/Tennis-Queensland-Strategic-Plan-2024-web.pdf 

Tennis West. (2019). The ATP Cup: an open letter from Craig Tiley. Retrieved from 

https://www.tennis.com.au/wa/news/2019/03/29/the-atp-cup-an-open-letter-from-craig-tiley 

Thibault, L., Slack, T., & Hinings, B. (1991). Professionalism, structures and systems: The impact of 

professional staff on voluntary sport organizations. International review for the sociology of sport, 

26(2), 83-98. doi:10.1177/101269029102600202 

Transport and Public Works Committee. (2019). Inquiry into the Queensland Tennis Centre. Retrieved from 

https://www.parliament.qld.gov.au/Documents/TableOffice/TabledPapers/2019/5619T2171.pdf 

Ulrich, D., & Barney, J. B. (1984). Perspectives in organizations: resource dependence, efficiency, and 

population. Academy of management review, 9(3), 471-481. doi:10.2307/258287 

Van Manen, M. (2016). Researching lived experience: Human science for an action sensitive pedagogy (2 

ed.). New York: Routledge. 

Veal, A. J., Toohey, K., & Frawley, S. (2012). The sport participation legacy of the Sydney 2000 Olympic 

Games and other international sporting events hosted in Australia. Journal of Policy Research in 

Tourism, Leisure and Events, 4(2), 155-184. doi:10.1080/19407963.2012.662619 

https://www.tennis.com.au/qld/files/2016/10/1516-Annual-Report-spread-.pdf
https://www.tennis.com.au/qld/files/2017/10/Annual-report-1617-_-Spread.pdf
https://www.parliament.qld.gov.au/documents/Committees/TPWC/2018/5TennisCentre/5-qon-24SEPT2018.pdf#search=%22tennis%20queensland%22
https://www.parliament.qld.gov.au/documents/Committees/TPWC/2018/5TennisCentre/5-qon-24SEPT2018.pdf#search=%22tennis%20queensland%22
https://www.tennis.com.au/qld/files/2019/01/2017-18-Annual-Report-1.pdf
https://www.tennis.com.au/qld/news/2019/01/01/have-a-hit-with-your-brisbane-international-ticket
https://www.tennis.com.au/qld/files/2021/05/Annual-Report-2018-19-FINAL_compressed.pdf
https://www.tennis.com.au/qld/news/2020/01/22/queensland-clubs-join-the-social-tennis-revolution
https://www.tennis.com.au/qld/files/2021/03/Strategic-Review-2017-2020.pdf
https://www.tennis.com.au/qld/files/2020/11/Tennis-Queensland-Annual-Report-2020.pdf
https://www.tennis.com.au/qld/files/2020/07/Tennis-Queensland-Strategic-Plan-2024-web.pdf
https://www.tennis.com.au/wa/news/2019/03/29/the-atp-cup-an-open-letter-from-craig-tiley
https://www.parliament.qld.gov.au/Documents/TableOffice/TabledPapers/2019/5619T2171.pdf


 161 

Vos, S., Breesch, D., Késenne, S., Van Hoecke, J., Vanreusel, B., & Scheerder, J. (2011). Governmental 

subsidies and coercive pressures. Evidence from sport clubs and their resource dependencies. 

European journal for sport and society, 8(4), 257-280. doi:10.1080/16138171.2011.11687882 

Walo, M., Bull, A., & Breen, H. (1996). Achieving economic benefits at local events: A case study of a local 

sports event. Festival Management and Event Tourism, 4(3-4), 95-106. 

doi:10.3727/106527096792195353 

Walsh, C. (2019). Adelaide to host ATP/WTA tournament. Retrieved from 

https://www.theaustralian.com.au/sport/tennis/adelaide-to-host-atpwta-tournament/news-

story/f2d0b15ed904884e59204668eb202043 

Walsh, C. (2020). ‘Girls to the side’ scolding for Tennis Australia. Retrieved from 

https://www.theaustralian.com.au/sport/tennis/rivals-aim-to-disrupt-ash-bartys-party/news-

story/8ce7b384e7c612d03235af40b6b677da 

Weed, M., Coren, E., Fiore, J., Wellard, I., Chatziefstathiou, D., Mansfield, L., & Dowse, S. (2015). The 

Olympic Games and raising sport participation: a systematic review of evidence and an interrogation 

of policy for a demonstration effect. European Sport Management Quarterly, 15(2), 195-226. 

doi:10.1080/16184742.2014.998695 

Welty Peachey, J., Borland, J., Lobpries, J., & Cohen, A. (2015). Managing impact: Leveraging sacred 

spaces and community celebration to maximize social capital at a sport-for-development event. Sport 

management review, 18(1), 86-98. doi:10.1016/j.smr.2014.05.00 

Wicker, P., & Breuer, C. (2011). Scarcity of resources in German non-profit sport clubs. Sport management 

review, 14(2), 188-201. doi:10.1016/j.smr.2010.09.001 

Wicker, P., & Breuer, C. (2014). Examining the financial condition of sport governing bodies: The effects of 

revenue diversification and organizational success factors. Voluntas, 25(4), 929-948. 

doi:10.1007/s11266-013-9387-0 

Willis, J. (2007). Foundations of qualitative research interpretive and critical approaches. Thousand Oaks, 

CA: SAGE Publications. 

Xue, H., & Mason, D. S. (2011). The changing stakeholder map of formula one grand prix in Shanghai. 

European Sport Management Quarterly, 11(4), 371-395. doi:10.1080/16184742.2011.599205 

Yaffe-Bellany, D. (2021). The missed business opportunity that is pro tennis. Retrieved from 

https://www.bloomberg.com/news/features/2021-03-24/novak-djokovic-other-tennis-players-seek-

to-reform-economics-of-the-sport 

Yeh, C. M., Taylor, T., & Hoye, R. (2009). Board roles in organisations with a dual board system: Empirical 

evidence from Taiwanese nonprofit sport organisations. Sport management review, 12(2), 91-100. 

doi:10.1016/j.smr.2008.12.001 

Yin, R. K. (2010). Analytic Generalization. In A. J. Mills, G. Durepos, & E. Wiebe (Eds.), Encyclopedia of 

case study research (pp. 21-22). Thousand Oaks: SAGE Publications, Inc. 

https://www.theaustralian.com.au/sport/tennis/adelaide-to-host-atpwta-tournament/news-story/f2d0b15ed904884e59204668eb202043
https://www.theaustralian.com.au/sport/tennis/adelaide-to-host-atpwta-tournament/news-story/f2d0b15ed904884e59204668eb202043
https://www.theaustralian.com.au/sport/tennis/rivals-aim-to-disrupt-ash-bartys-party/news-story/8ce7b384e7c612d03235af40b6b677da
https://www.theaustralian.com.au/sport/tennis/rivals-aim-to-disrupt-ash-bartys-party/news-story/8ce7b384e7c612d03235af40b6b677da
https://www.bloomberg.com/news/features/2021-03-24/novak-djokovic-other-tennis-players-seek-to-reform-economics-of-the-sport
https://www.bloomberg.com/news/features/2021-03-24/novak-djokovic-other-tennis-players-seek-to-reform-economics-of-the-sport


 162 

Yin, R. K. (2017). Case study research and applications: Design and methods. Thousand Oaks, CA: SAGE 

Publications. 

Young, M., & Ryan, A. (2020). Post-positivism in health professions education scholarship. Academic 

medicine, 95(5), 695-699. doi:10.1097/ACM.0000000000003089. 

Ziakas, V. (2010). Understanding an event portfolio: The uncovering of interrelationships, synergies, and 

leveraging opportunities. Journal of Policy Research in Tourism, Leisure and Events, 2(2), 144-164. 

doi:10.1080/19407963.2010.482274 

Ziakas, V., & Costa, C. A. (2010). ‘Between theatre and sport’in a rural event: Evolving unity and 

community development from the inside-out. Journal of Sport & Tourism, 15(1), 7-26. 

doi:10.1080/14775081003770892 

 

 

  



 163 

Appendices 

 

Appendix A: Explanatory Statement 

 
“Navigating stakeholder relationships in times of organisational change: Understanding the impacts on event 

leverage for grassroots sport development” 

 

Bond University Human Research Ethics Committee (BUHREC)  

 
EXPLANATORY STATEMENT 
 

My name is Elle Stevens and I am currently completing a Doctor of Philosophy at Bond University under the supervision 

of Associate Professor Danny O’Brien and Assistant Professor Lisa Gowthorp.  I am conducting a research investigation 

into how changes in the wider professional tennis environment have impacted event leverage for grassroots tennis 

development in Queensland. I am specifically interested in understanding how Tennis Queensland navigated relationships 

with key stakeholders of the 2020 ATP Cup and BI in light of organisational change, and how this influenced efforts to 

leverage the events for participation outcomes.  

 

As part of this study, I will invite you to participate in an interview that will last between thirty minutes to an hour at a 

time and place convenient to you. After reading and discussing this Explanatory Statement, your continued participation 

shall be taken as your informed consent to participate. 

 

Participation in this study is completely voluntary and you may withdraw at any time without risking any negative 

consequences. If you choose to withdraw your participation in this study, the information you have provided will be 

immediately destroyed. All data collected in this study will be treated with complete confidentiality and not made 

accessible to any person outside of the researcher working on this project and her supervisors. Data will be stored in a 

secured location at Bond University for a minimum period of five years from the date of publication in accordance with 

the guidelines set out by the Bond University Human Research Ethics Committee.  

 

Data collected during this study will assist in understanding organisation-stakeholder relationships and the associated 

strategic behaviours. Your participation in this study will develop new knowledge around how senior sport managers 

navigate resource and power relationships to ensure the fulfilment of organisational outcomes. Please note that all results 

will be deidentified so as to protect the confidentiality of individuals.  

 

 

 

 

 

 

 

 

 

 

Thank you for taking the time to assist me with this research. 

 

Yours sincerely, 

 

Elle Stevens 

Bond University  

Bond Business School 

Mobile: 0481213733 

Email: elle.stevens@student.bond.edu.au  

  

Should you have any complaints concerning the manner in which this research is being 
conducted please make contact with: 

Bond University Human Research Ethics Committee, 
c/o Bond University Office of Research Services. 

Bond University, Gold Coast, 4229 
Tel: +61 7 5595 4194 Fax: +61 7 5595 1120 Email: buhrec@bond.edu.au 

mailto:elle.stevens@student.bond.edu.au
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Appendix B: Semi-Structured Interview Guide 

 

Introduction 

• Introduce myself and state the aims and objectives of the research 

• Briefly describe the interview process. Touch on the following points:  

• You have been identified as a participant in this study due to your employment or 

involvement with Tennis Queensland.  

• The interview will last between approximately 30-60 minutes 

• The interview will be digitally recorded using my phone and erased after transcription.  

• To ensure anonymity and confidentiality of your responses, you will be identified with a 

respondent number in any publications or presentations that may result from this study.  

Background Information 

• Can you tell me about your role?  

Event Stakeholder Relationships 

• More direct/non-threatening questions and putting positive inquiries first  

o What do you like about the ATP Cup and the new BI format?  

o What have you enjoyed about the planning leading up to the event? 

• What stakeholders had a significant influence during the process of creating the ATP Cup 

and re-formatting the BI? 

• Who are the key stakeholders you worked with for the event? 

• What do you give and receive from these stakeholder relationships? 

• Have you experienced any challenges with your relationships with these stakeholders? 

o What do you think has caused these problems? 

• How has interactions with these stakeholders been managed/enhanced? 

• How can these relationships be improved? 

Event Leveraging 

• Were strategies implemented in the past to leverage the BI to increase participation? If so, 

what were they? 

• How does the ATP Cup and new BI impact TQ’s strategies to leverage its major tennis 

events to increase participation? 

• What initiatives were implemented to leverage the ATP Cup and BI for participation 

outcomes? 
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o How many individuals were involved in these? 

o Do you have any data indicating the conversion into club participants? 

Organisational Structure 

• What were the factors driving TA to restructure it’s member organisations? 

• What specific changes occurred in TQ? 

• How has the restructure impacted your role? 

• What are your thoughts on the execution of the restructure? 
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