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Sport and leisure have become an essential part of the American lifestyle. Growth in the
sport and leisure industry must be understood through primary influences such as
spectators in arenas, increase in number of tourists, etc. Central to these issues is
whether sport and leisure business is a unique discipline. The purpose of this study was
to investigate ideas that make the sport and leisure industry unique and to determine a
comparative framework for theory development. The Delphi method and a Focus Group
Interview approach was used for data collection. The result of the study established a
framework of four major issues: money, accountability, purpose, and people. The 13
components identified with each of these issues were: Liability, profits, image, social
responsibility, change, management philosophy, organization, working conditions,
marketing, selling, legal issues, resources, and reputation.

Keywords: sport, leisure management, spectators, tourists, accountability, purpose,
social responsibility, change management, philosophy.

Sport and leisure have been major growing industries in the past ten years. The
magnitude of the growth since the early 1970s was of an exponential nature. Prior to
the 1970s, sport and leisure’s economic impact was a function of disposable income
(Crossley & Jamieson, 1988). During recessionary periods, when the rest of the
economy contracts, sport and leisure enterprises still grew. Individuals eliminated
other items from their budget but they still spent money on sport and leisure (Dennis,
1987). This is an indication that sport and leisure have become an essential part of the
American lifestyle. This factor gained the attention of individuals who presently invest
in sport and leisure.

Growth in the sport and leisure industry can be understood in primary influences
such as spectators in arenas, increase in number of tourists, etc. Confusion exists in
terms of impact with the secondary and tertiary factors and their contributions. The
impacts are complex and multi-leveled. One level is those firms and industries that
would not exist in the absence of sport and leisure industries. Another level is those
industries or firms that would exist in the absence of sport and leisure but in a
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58 SPORTS & LEISURE MANAGEMENT

diminished capacity. With the influx of new interest and involvement in sport and
leisure, questions are being raised about the nature of the discipline and how to
manage effectively and efficiently all business levels. Central to these issues is
whether sport and leisure business is a unique discipline or an application of traditional
principles from other disciplines such as sociology, psychology, and anthropology
(Zanger & Groves, | 988).

In the past, most of those enterprises in sport and leisure have used a trial and error
method that experiments with ideas and principles from other disciplines (Dougherty
& Bonanno, 1985; Parks & Zanger, 1990). There are two distinct positions to the
development of theory and practice (Glasser & Strauss, 1967; Gordon, 1986). One
position recognizes no differences and principles can be applied from other disciplines.
The other position suggests that sport and leisure needs a special application or a new
principle to manage effectively and efficiently.

Those individuals who have been interested in private sectors of sport and leisure
traditionally have had to learn principles and practices of management of their
operation from experience (Staw et al., 1981). At one time few individuals were
concerned in this content area of principles and practices. Investors came from many
different disciplines and often lacked an understanding about management processes.
A primary motivation that sustained these individuals was interest in sport and leisure.
There were many success stories and failures were rampant. In the next phase of
development more money began to flow into the sport and leisure business and
attracted individuals from other institutions and businesses. These individuals
professionalized the discipline but there were still many areas where effectiveness and
efficiency could not be achieved.

Traditional principles of an experiential base or traditional management principles
do not seem to apply in all circumstances (Hickson, et al., 1971; Mobley, 1986). One
example is the purchasing of professional sport franchises. Some of the sport
franchises do not show a substantial profit. The law of supply and demand suggests
that individuals would not be interested in purchasing sport franchises without
substantial profits yet there is a high purchasing demand with limited franchise supply.
These individuals know that the return on their investment is questionable in
comparison to investments in other enterprises in the economy. The question raised is
why do individuals make decisions to purchase franchises?

A comprehensive investigation to increase the understanding of effective and
efficient management operations is needed (Patton, 1980). An investigation would
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attempt to answer whether the sport and leisure field is a unique discipline. If the field
is unique, a comparative framework must be developed to determine why these
situations are different and how they should be managed. Currently, management ideas
work in only one or two situations.

The purpose of this study was to investigate the ideas that make the sport and
leisure industry unique and to determine a comparative framework that would increase
understanding. The initial phase explored ideas, developed a framework and identified

a typology.

METHOD

The Delphi method and a Focus Group Interview approach was used for data
collection (Benarie, 1988; Krippendorff, 1980). These methods provided a means of
starting from an open-ended response and progressed toward a developmental
framework. These methods processed information without depending upon existing
frameworks. Both methods were designed to elicit formative responses through a
feedback process.

The Delphi method has been a social-scientific methodology of research involving
experts in a forecasting process (Dietz, 1987). Now, it is primarily a data gathering and
organizational methodology. The Delphi technique is adapted for the purpose of
organizing information and building typologies for classification systems. The Delphi
approach gives a panel of experts an opportunity to offer responses in an open-ended
fashion. Information can be assimilated into categories and additional responses
confirmed and expanded. The Delphi analysis is an interactive process in which
participants make decisions based upon other panel members’ information. The Delphi
is administered in an individual written format in order to eliminate group dynamics.

Another successful methodology, especially in advertising and marketing, is the
Focus Group Interview (Jacoby, 1974). This methodology uses the group dynamics
process to generate additional models as well as to eliminate some consensus models.
The Focus Group Interview parallels the Delphi method by raising questions and using
a moderator to facilitate reactions, stimulate discussions, and develop consensus.

In this study the Delphi and the Focus Group Interview were used as compatible
methodologies in a synthesizing process (Kielwasser & Wolf, 1989; Mondak, 1989).
The Delphi identified categories and models. The Focus Group Interview explored the
feasibility of the formulated categories and models.
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In the first phase of the study, the Delphi process isolated potential categories about
the uniqueness of the sport and leisure field that included ideas about successful,
effective and efficient operations. The initial Delphi panel were 30 individuals selected
from the membership list of North American Society of Sport Management (NASSM)
and Resort and Commercial Recreation Association (RCRA). Individuals were
selected for their experience and ability to conceptualize. Categories and models were
formulated from the panel. A system was developed from these categories and models.
The system’s composition was foci, issues and components. Next, the system was
administered to a group of undergraduate and graduate students to test the
discriminatory factors of the system.

A focus group methodology was used to validate these models. The primary
purpose of these discussions was to comment on the developed system. The focus
group panel included 43 undergraduates and graduate students in the sport
management and the leisure programs. Students were chosen because of the proximity
for work and the ability to generate new ideas with no preconceptions. This type of
idealistic audience explored the range of possibilities within the developed system.

The Delphi technique and Focus Group Interview in this study were qualitative
(Fields, 1988; Guba, 1978). These methodologies systematized the data collection
process. The authors’ interpretations and biases were involved in the data collection
process.

RESULTS

CHARACTERIZATION

One of the primary outcomes of the first round of the Delphi was the isolation of
descriptors unique to the sport and leisure field. These descriptors could explain
logical or systematic deviation in the decision-making process of sport or leisure.
Some of the descriptive factors that control sport and leisure are: 1) ego, 2) image, 3)
emotion, 4) motivation, 5) glamour, as it refers to power and prestige, 6) good will, 7)
risk taking, 8) ownership, referring to possessiveness that involves game playing, 9)
domination, 10) purpose out of proportion, and 11) fear of sanctions to protect assets.
The motivations for individuals to go into the sport and leisure businesses are
intangible factors that promote business for fun.
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TYPOLOGY

The result of the Delphi portion of the study established a framework of four major
issues: money, accountability, purpose, and people. The 13 components identified with
each of these issues were: liability, profits, image, social responsibility, change,
management philosophy, organization, working conditions, marketing, selling, legal
issues, resources, and reputation. These issues and components were set in the context
of a continuum. In addition to the issues and components, the five foci developed
were: business is business, promotion, products/services, human capital and ethics.
These eve foci represent a different perspective that is based on the responses of the
four issues and 13 components. There is not a positive or negative position implied by
any of the issues, components or foci. Audiences will perceive the typology or
classification system differently. It is through varied perceptions that greater
understanding will be achieved in the nature of sport and leisure business.

FUNCTION

Two groups were utilized to test the typology and to determine if the classification
system has discriminatory ability. There were 31 senior level sports management
students in one group and 13 graduate level sports management students in the other
group. The distribution of responses was based on a 5-point Osgood Semantic
Differential Scale. Category 3 was removed from the analysis because it represented a
neutral position. The responses on the left and right hand side of category 3 were
reported as a percentage. The percentages were “rounded up” to the nearest whole
number for values of 5 or greater. A percentage of 50 or 60 was assigned a value of 5
or 6 and this represented a medium score. A percentage rate of 70 or 80 percent was
assigned the value of 7 or 8 and this was a strong score. A percentage of 90 or 100 was
assigned the value 9 and 10 and represented a very strong score.

The potential of the developed typology was illustrated with sample results from
the undergraduate population. The sample results have been provided in Table 1 (Raw
data). The first example of characterization of focus, issue, and components comprised
the profile. The first characterization was the focus of business is business and the
issue of money. The liability component was a medium score toward quality; profits
was a medium score toward financial greed; image was a medium score toward self-
serving; social responsibility was a medium score toward indiscretions/cheating;
change had no definitive score; management philosophy was a medium score toward
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TABLE 1
UNDERGRADUATE INVENTORY
Business
is Product/ Human
Issues and Components Business  Promotion  Services Capital Ethics
Money
Liability los | [a5] [2a] [35] [27]
Profits 6,3 15 2,4 1,3 1,7
Image 51 15 2,4 2,4 1,7
Social Responsibility 53 1,6 15 0,3 1,8
Change 3.4 14 14 2,5 1,6
Management Philosophy 53 15 1,3 55 1,7
Organization 7,1 1,3 2,5 2,3 1,7
Working Conditions 2,5 0,6 1,4 0,5 0,7
Marketing 1,4 1,6 15 2,4 0,6
Selling 5,2 15 1,3 2,5 0,7
Legal Issues 6,1 1,4 04 1,3 0,8
Resources 3,1 1,3 14 15 0,5
Reputation 52 15 1,8 1,4 1,8
Accountability
Liability 2,5 15 15 0,6 0,7
Profits 3.2 14 0,6 0,3 0,5
Image 3,5 2,5 0,3 0,4 1,7
Social Responsibility 15 15 2,2 1,4 1,6
Change 2,6 2,3 1,3 0,6 0,5
Management Philosophy 2,5 1,6 14 0,3 1,7
Organization 2,4 1,4 2,3 2,5 1,7
Working Conditions 2,5 15 2,2 0,5 0,6
Marketing 2,5 15 1,6 0,4 0,7
Selling 2,5 1,7 14 1,2 1,7
Legal issues 2,5 35 1,3 1,4 0,8
Resources 2,5 15 1,1 15 15
Reputation 2,5 0,6 14 2,3 0,7
Purpose
Liability 2,5 1,4 1,4 2,7 1,8
Profits 51 3,2 0,7 2,8 15
Image 53 2,4 1,6 1,6 0,6
Social Responsibility 2,4 15 14 0,5 1,7
Change 2,3 34 15 2,4 15
Management Philosophy 3,4 2,5 14 0,4 0,6
Organization 53 14 1,6 2,6 15
Working Conditions 2,3 3,5 0,5 0,5 0,6
Marketing 3,2 2,5 0,4 1,2 1,7
Selling 3,3 1,3 15 0,5 0,7
Legal Issues 43 2,5 2,4 1,7 0,8
Resources 3.4 2,3 14 15 0,5
Reputation 15 0,5 1,6 0,6 2,7
People
Liability 3,5 1,7 14 0,8 0,6
Profits 1,2 0,3 2,6 1,6 15
Image 53 0,5 15 2,6 15
Social Responsibility 3,5 2,5 0,6 0,6 0,8
Change 14 2,6 2,4 1,7 15
Management Philosophy 2,5 1,7 0,3 0,8 0,8
Organization 4.4 2,4 1,6 0,8 0,7
Working Conditions 3,5 15 15 1,6 1,4
Marketing 2,3 1,6 1,6 0,6 15
Selling 4.4 14 0,4 1,6 1,8
Legal Issues 3,3 14 0,5 15 15
Resources 1,7 15 1,6 3,6 0,5
Reputation 1,5 1,5 1,6 0,8 0,6
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mean/cutthroat; organization was a strong score toward domination; working
conditions was a medium score toward benefits; marketing had no definitive score;
selling was a medium score toward gouging; legal issues was a medium score toward
bending the law; resources had no definitive score; and reputation was a medium score
toward scandal. The typology or classification system is discriminating in both
intensity as well as direction to characterize the foci based upon the issues and
components.

For better understanding, additional comparisons can be made among the
organizational foci on a component basis or comparisons can be made based on issues
within components. The first sample compared foci (Business is Business,
Products/Services, Human Capital, Ethics) with the issue of money and component of
liability (Table 1, boxed area). The undergraduate population results on the issue of
money and the components of liability were that the foci of business is business,
promotion and human capital had a um score toward the right side of the scale. There
was also a strong score on the right side for ethics. Products/services had no definitive
score. A second type of comparison was made within each issue according to the
component and focus. For example, on the component of liability, there were medium
scores toward the right hand side of the scale for money, accountability, purpose, and
people.

Table 1 for undergraduates and Table 2 for graduates (included but not described)
showed definitive patterns of sampled data and the discriminatory ability of the
typology. Some of the interesting patterns identified were: In the undergraduate
population the ethics category under the issue of money, showed a trend toward
quality, reasonable profits, global concerns, value-based honesty, stability, loyalty,
self-directness, benefits, propriety, fair price, letter of the law, in-house resources, and
reputation (to the right of the continuum). In the human capital, products/services, and
promotions categories, the same trends were identified but to a lesser degree. In the
business is business category, there was a reversal in the pattern of scores toward the
left side of the continuum, especially in the components of profits, image, social
responsibility, management philosophy, organization, selling, legal is sues, and
reputation. This indicated a movement toward financial greed, self-serving, cheating,
cutthroatedness, domination, gouging, bending the law, and scandal. The scores for
components of liability and working conditions were to the right side of the continuum
with a tendency toward quality and benefits.

The same trends existed in the accountability issue as in the money issue when the

foci of ethics, human capital, products/services and promotion were considered. The
primary difference was in the business is business focus. There was a reversal under
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TABLE 2
GRADUATE INVENTORY
Business
is Product/ Human

Issues and Components Business  Promotion  Services Capital Ethics

Money
Liability 6,1 2,6 1,6 2,7 1,7
Profits 9,1 2,6 0,6 2,5 0,8
Image 7,1 4,3 2,6 15 0,8
Social Responsibility 10,0 4,5 0,5 2,5 0,8
Change 54 4,3 3,6 4,2 15
Management Philosophy 9,1 45 15 2,5 0,8
Organization 7,0 45 14 1,7 0,8
Working Conditions 7,0 3,6 2,5 15 2,7
Marketing 7,2 15 15 15 1,6
Selling 6,1 2,5 3,5 1,7 04
Legal Issues 5,3 4,6 2,3 2,4 0,8
Resources 4.4 4.6 3,4 45 2,5
Reputation 52 1,3 0,7 1,7 2,8

Accountability
Liability 6,2 3,7 15 2,5 18
Profits 6,1 2,4 2,4 2,5 1,8
Image 9,1 2,5 2,7 3,5 1,6
Social Responsibility 8,2 15 2,5 2,5 0,8
Change 6,2 4,2 2,5 52 0,8
Management Philosophy 6,1 44 2,5 54 1,8
Organization 6,3 43 14 1,8 0,8
Working Conditions 6,1 13 3,4 3,6 0,8
Marketing 7,2 2,4 15 2,5 0,8
Selling 6,2 2,6 0,5 2,4 0,6
Legal issues 6,3 4.4 2,4 4,5 0,8
Resources 54 3,2 2,5 34 2,4
Reputation 3,2 2,7 2,6 2,7 2,8

Purpose
Liability 53 1,2 2,5 2,5 1,6
Profits 7,2 34 2,6 1,6 3,5
Image 6,0 2,6 1,6 15 1,7
Social Responsibility 7,0 4,6 2,6 43 0,7
Change 6,1 3.4 3,5 34 2,7
Management Philosophy 8,2 3,5 3,5 34 1,7
Organization 10,0 3,5 15 1,7 0,6
Working Conditions 6,0 4.4 2,5 2,5 0,7
Marketing 50 2,7 2,6 3,6 15
Selling 52 4.4 2,7 15 0,8
Legal Issues 7.1 34 0,5 2,4 2,6
Resources 2,2 4,2 2,5 35 0,7
Reputation 5,2 35 2,8 2,5 1,8

People
Liability 6,2 15 2,6 2,6 15
Profits 9,0 52 3,5 3,6 0,8
Image 71 7,3 2,5 3,6 2,6
Social Responsibility 9,0 42 2,4 2,6 0,8
Change 6,2 6,1 2,6 34 3,8
Management Philosophy 7,2 4,4 15 3,5 0,8
Organization 7,3 52 3,4 1,6 2,7
Working Conditions 9,0 2,5 2,5 2,6 1,5
Marketing 5,2 2,6 0,6 2,5 0,6
Selling 8,0 1,5 2,5 3,5 15
Legal Issues 9,0 53 0,5 45 1,7
Resources 5,2 4.3 2,5 1,6 1,6
Reputation 7,0 4.4 2,7 3,6 2,8
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accountability toward the right side of the continuum and the intensity of the scores
was consistently not as strong.

The issues of purpose, accountability, and money hold similar score patterns with
the focus of ethics. When compared to the issues of money and accountability, the foci
of human capital, products/services, and promotion scores were weaker. One focus that
showed a strong relationship with the issue of purpose was the focus of human capital.
The component scores of liability, profits, image, social responsibility, organization,
working conditions, selling, legal issues, resources, and reputation were higher to the
right side of the continuum than in the accountability and money issues. Within the
organizational focus of business is business and the issue of purpose the components
of liability and reputation were skewed to the right. The components of profits, image,
and organization were skewed to the left.

The issue of people within the focus of ethics showed similar patterns to the
purpose, accountability, and money issues. The scores were skewed high to the right.
In the human capital focus, the people and purpose issues had similar patterns.
Promotion and products/services foci did not have a definitive pattern but the trend
was still toward the right side of the continuum. The focus of business is business and
the people issue scored toward the right side of the continuum on the components of
liability, social responsibility, management philosophy, working conditions, resources
and reputation. There was a tendency toward the left side of the continuum on the
component of image.

The findings indicated that the typology does discriminate among the foci, issues,
and components. There were reversals and different degrees of intensity by category.
The ethics focus had a very consistent pattern among all four issues while the business
is business focus had reversals and different degrees of intensity based upon the issue.

IMPLICATIONS

The undergraduate group showed the potential for the typology to discriminate.
Graduate results were provided to show that the developed system can be applied to
more than one population. The differences in the graduate scores have not been
discussed but raw data has been provided to illustrate the differences. (See Table 2).

Focus group discussions were employed to pilot test the developed model. Focus
groups were given the results from the first part of the study. Discussions generated
qualitative information about each population in relation to the foci, issues and
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components. The discussions with undergraduates concentrated on the focus of ethics.
For example, the money issue was perceived as an effort by the business to protect
their assets, accountability was a fear of sanctions, purpose was out of proportion
toward the extremities of the continuum, and people were needed but they were ruled.

In the discussions with the graduate students, the business is business focus
centered on “bottom line” management regardless of the circumstances. There was a
difference of opinion based upon the means to the end issue except in the discussion of
the human capital focus. Then people and purpose issues were given more
consideration when the emphasis developed consistency in the business operations.
Products/services and promotion foci were transitional factors between people and
money. In the promotional focus the stability of business operations was based on
business investment.

The common theme of both discussion groups was imbalance of the continuum and
the influence of “business as usual.” The focus group methodology illustrated the
ability of the developed typology to perceive sport and leisure organizations with
better understanding based upon the unigueness of these organizations as business
institutions.
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