
 
 
 

This item is held in Loughborough University’s Institutional Repository 
(https://dspace.lboro.ac.uk/) and was harvested from the British Library’s 
EThOS service (http://www.ethos.bl.uk/). It is made available under the 

following Creative Commons Licence conditions. 
 
 

 
 
 

For the full text of this licence, please go to: 
http://creativecommons.org/licenses/by-nc-nd/2.5/ 

 



From The Locker Room to the Boardroom: 
Developing Leaders Through Sport 

by 

Elesa Argent 

A Doctoral Thesis 
Submitted in Partial Fulfilment of the 

Requirements for the Award of Doctor of 
Philosophy of Loughborough University 

-. -October-20-Q5 

E. Argent 2005 



ABSTRACT 

The concept of the `sport business metaphor' refers to the extensive use of sport analogies in 

the corporate sector and represents the way in which positive attitudes to sport are embedded 

in corporate culture. Whilst positive perceptions of sport have permeated corporate culture in 

many ways and attitudes towards sport are clearly positive, the concept has never been 

empirically researched. 

The purpose of this study was to empirically research the `sport business metaphor' and 

provide insight into the values it embodied. The research used a mixed-methods strategy that 

involved three phases. The first, a systematic review, identified the skills that were perceived 

to be characteristic of an effective manager. The second used semi-structured interviews with 

sport coaches and business recruiters to ascertain whether sport was perceived to develop the 

skills that were identified by the systematic review. The third and final phase used the Multi- 

Factor Leadership Questionnaire to measure perceptions of leadership in athletes and non- 

athletes, and reflected findings that leadership was the skill desired most by the corporate 

sector in the first two phases of research. 

Findings indicated that the corporate sector, as reflected in the literature and interviews, 

perceived sport to develop the skills that they perceived as desirable. Significant differences 

in SELF and OTHERS ratings of perceptions of leadership in athletes and non-athletes further 

strengthened these findings, by reporting that athletes scored higher in all measures of 

transformational leadership. These results provided valuable insight into the values that the 

`sport business metaphor' embodied. Three models were developed as a result of research: 

The Developmental Exchange Model of Sport, The Model of Mental Toughness and The 

Sport Business Transferability Model. 
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GLOSSARY OF TERMS 

Multifactor Leadership Questionnaire Form 5X (MLQ-5X) 

A 45 item Likert scale-type questionnaire that uses self reporting, and the reporting of others, 

to measure 12 leadership behaviours. These behaviours fall into four categories: 

transformational behaviours, transactional behaviours, laissez-faire (or non-leadership) and 

outcomes of transformational leadership. This instrument is used in the development and 

validation of the theory of transformational leadership. 

Full-Range Theory of Leadership 

A hierarchical model that identifies the 12 leadership behaviours measured by the MLQ. The 

model identifies the necessary interaction between transformational and transactional 
behaviours (specifically individual consideration and contingent reward behaviours) required 
for optimal leadership to occur. 

Transformational Leadership 

A style of leadership where the leader is able to motivate followers by providing a compelling 
vision of the future, and to inspire them to achieve more than they think they are capable of. 
This style comprises charisma (attributed and behaviour), individual consideration, 
intellectual stimulation and inspirational motivation. This style requires the leader to 
demonstrate an ethical approach to leadership. 

Transactional Leadership 

A style of leadership where the leader motivates subordinates by rewarding them for high 

performance and reprimanding them for poor performance. This type of leadership is usually 

associated with management (such as the day-to-day supervision of employees, ordering of 

stationery, health and safety), and is not associated with effective leadership, unless 

transformational leadership behaviours are also present (see Full Range Leadership, above). 

This leadership style comprises three behaviours, Contingent Reward, Management by 

Exception Active and Management by Exception Passive. 

Charisma: Attributed 

This transformational leadership behaviour refers to the leaders' ability to engender trust and 

respect from subordinates, and to motivate them to put the needs of the group before their 

individual needs. In this case, the leader is also seen to be aware of the ethical consequences 

of their decisions, and to be a role model, or to act in the way that they ask followers to act. 
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Charisma: Idealised Influence / Behaviour 

This transformational leadership behaviour refers to the ability of the leader to actively 
promote their beliefs and vision. The personal attributes of a leader demonstrating this 
behaviour strongly persuades followers, who feel compelled and inspired to identify with, 

emulate and follow the leader. 

Inspirational Motivation 

This transformational leadership behaviour involves articulation of an appealing vision of the 
future. It also requires the leader to talk optimistically about the future, provide 
encouragement to followers, and motivate them to attain high levels of performance. 

Intellectual Stimulation 

This transformational leadership behaviour requires the leader to challenge the status quo. 
The leader encourages subordinates to follow this practice and to challenge commonly held, 

traditional beliefs and practices, in a bid to improve work-related outcomes, such as efficiency 
and productivity. 

Individualised Consideration 

This transformational leadership behaviour involves the leaders' consideration of the needs, 
strengths and weaknesses of each individual. This allows the leader to ensure each follower is 

engaged in the most appropriate team role, and that they are operating within the conditions 
necessary to attain peak performance for themselves and for the team. 

Contingent Reward 

This transactional leadership behaviour involves an exchange between the leader and 
follower, where the follower is rewarded for achieving high levels of performance, and 

punished if they demonstrate poor performance. 

Management By Exception Active 

This transactional leadership behaviour is associated with the practice of pro-actively 

monitoring deviations from normal rules and standards, and taking corrective action if such 
deviations occur. 

4 



Management By Exception Passive 

This transactional leadership behaviour is similar to Management by Exception Active (see 

above), but has one significant difference: the Passive leader only takes corrective action after 

a deviation from normal rules and standards has occurred. This is a reactive leadership style. 

Laissez-faire Leadership 

This leadership behaviour involves minimal or no input from the leader. This is also referred 
to as ̀ non-leadership'. 

Outcomes of Transformational Leadership 

These are not leadership behaviours, but instead relate to outcomes of transformational 
leadership. These outcomes constitute Extra Effort (the willingness of followers to expend 

extra effort), Effectiveness (effective leader representation of follower needs to higher-level 

leaders) and Satisfaction (follower satisfaction with their role in the team). 
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CHAPTER ONE: INTRODUCTION 

In the May 2005 edition of Fortune, the magazine ran six sport-related full-page colour 

advertisements for non-sport related products and services for Microsoft, MBNA, T-Mobile, 

Marketing Innovators, Genworth Financial and Cargill. The first three pages of the magazine 

constituted a fold out colour advertisement for BMW, which carried the image of a sprinter to 

advertise the all-new BMW 3-series. The magazine also carried two further advertisements 

for companies whose innovations had contributed to development of sport technologies, 

images of which were used in these advertisements. The first article in this edition of Fortune 

was illustrated by a cartoon of the `three biggest CEO's on Wall Street' competing in a 

marathon. Another non-sport article carried a photo of Philadelphia Eagles player Terry 

Owens on the pitch. A third article, a feature on the owner of a multi-million dollar 

investment group, was titled `Taking his Game from Hoops to Houses', a title that drew 

heavily on the previous athletic experience of the individual, despite the fact the feature 

centred on corporate leadership. A feature on Jack Grubman, one-time top telecoms analyst 

on Wall Street, carried an image of Grubman running, although this did not seem relevant, 

nor was referenced, in the body of the article. Another feature on Bernd Pischetsrieder, 

Volkswagen Chairman, used a photo of Pischetsrieder riding a Chrysler motorbike. Smaller 

non-sport related articles carried images of sumo wrestlers and golf. 

This use of sport was totally analogous, in that none of the products advertised, or the articles 

were actually about sport - they were all about business. The use of sport in this way, as 

characterised by this edition of Fortune, is representative of the general approach taken by the 

business press in the use of sport to communicate a corporate message. Use of sport analogies 

in verbal communication is also common amongst executives, who refer to sport when 

discussing corporate practices: phrases such as: `the bases are loaded', and `were were thrown 

a curveball' are commonly cited examples (Oliver, 2001). In the business press, sport 
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references are extensive, where major publications, such as Forbes, Fortune and Business 

Week carry multiple advertisements that use sport to sell their products. 

The recent and impressive growth of the Sport Performance Consultancy industry is another 

way that the sport analogy is evidenced. Global corporations and market leaders such as Coca 

Cola, 3M, Honda, Dyson, Roche, JP Morgan, Lehman Brothers, HSBC, 

PriceWaterhouseCoopers, Dresdner Kleinwort Wasserstein, and Deutsche Bank invest readily 

in the use of these consultancies to learn how to use principles of sport to achieve 

performance excellence in business. 

The role of sport in business leads to the concept of the `sport business metaphor', which 

refers to the extensive use of sport analogies in the corporate sector and represents the way in 

which positive attitudes to sport are embedded in corporate culture. Whilst positive 

perceptions of sport have permeated corporate culture in many ways and attitudes towards 

sport are clearly positive, the nature of how sport affects business practice, why sport is 

perceived so positively and how this perception can contribute effectively to the corporate 

sector, remains unclear. 

Little research has focused on this concept and therefore the aim of the thesis is to investigate 

the nature of the `sport business metaphor' and to gain insight into the values it embodies. 

Investigating the potential use of sport in business, through research, will identify its potential 

as a corporate resource. This has implications for graduate recruiters and corporate 

executives, performance consultants and the academic community. 
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Research Objectives 

In order to investigate the nature of the `sport business metaphor' and to gain insight into the 

values it embodies, the research has three objectives. First, a review of the professional 

business literature indicates that the corporate sector refers extensively to sport, through the 

use of sport analogies, examples and interviews with sport coaches, athletes and managers. 

This often occurs within discussions of concepts relating to training, skills and performance 

and therefore in the first instance it is necessary to identify which skills the corporate sector is 

perceived to desire, before establishing whether sport is perceived to develop them. 

Consequently, the first objective of the research is to identify the skills that are perceived to 

be characteristic of the effective manager. These will initially be identified by the first phase 

of the research: a systematic review of appropriate management literature. This first phase is 

then supported by research derived from interviews with graduate recruiters, which is carried 

out in the second phase of the research. 

The second objective is to identify whether sport' is perceived to develop the skills that are 

perceived to be characteristic of an effective manager. This will establish how sport may 

contribute to corporate performance and will be the focus of the second phase of the research 

- interviews with sport coaches and graduate recruiters. 

It is possible to argue that leadership is one of the most important skills in business and one 

means of establishing the nature of the sport business relationship is to identify whether 

athletes are perceived to have greater leadership skills than non-athletes. This therefore is the 

third objective of the research and will be investigated using the Multi-Factor Leadership 

Questionnaire. 

1 For the purposes of this research, sport is considered to require a clear commitment to regular training 
and competition. Consequently, the research group consists only of British Universities' Sport 
Association 1" team and elite level athletes and coaches. This level of commitment provides an 
environment for skill development that may not be present with informal or lower level participation. 
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Structure of the Thesis 

This chapter has introduced the area of study and identified the research aims and objectives. 

Chapter Two considers the methodological implications associated with the research. This 

chapter justifies the adoption of a critical realist ontology and epistemology and also justifies 

the use of a mixed-methods research strategy. Research methods and their associated methods 

of analysis are also presented. 

Chapter Three presents the findings of the first phase of the research; the systematic review of 

literature. The chapter discusses the rationale for selection of a systematic review, in place of 

the traditional narrative review that is currently the dominant approach to reviewing literature 

in the social sciences. It goes on to report findings as themes that emerge from the literature, 

and the skills that are perceived to be characteristic of the effective manager are identified. 

Chapter Four presents the findings of the second phase of the research; semi-structured 

interviews conducted with sport coaches and graduate recruiters, and Chapter Five presents 

the findings of the third phase; the Multi-Factor Leadership Questionnaire research. 

Discussions are presented in the sixth chapter. The findings of the three studies are drawn 

together at this stage, to generate theories and to provide empirical evidence in support of the 

`sport business metaphor'. At this juncture, the reader is provided with empirical data that 

identifies how and why the corporate sector looks to sport, whether they are justified in this 

practice, and how this practice can be made more efficient, so that the value of sport is 

heightened as a corporate resource. Discussion centres on the way in which the separate 

studies have strengthened and elucidated upon the findings of each other, and as a result, 

theories and models are generated and presented here. The seventh chapter presents the 

conclusions of the thesis, and considers the implications of findings for graduate recruiters 
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and corporate executives, performance consultants, and the academic community. 

Implications for future research are also presented. 
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CHAPTER TWO: METHODOLOGY 

Introduction 

Methodology refers to the link between social theory and research methods. Theory 

constitutes the paradigmatic lens through which the researcher views the world and requires 

that the researcher define an ontological position (what there is to be known) and 

epistemological position (how what is to be known, can be known). These positions form an 

overall theory of knowledge, which in turn informs the process by which the researcher 

defines a particular social theoretical approach and a consistent set of research methods. The 

paradigmatic stance thus defines and informs the methodological orientation or preference of 

the researcher and directs the researcher to the most appropriate choice of method and 

analysis (Guba and Lincoln, 1994). 

This chapter therefore begins by defining the philosophical position of the researcher. For this 

purpose, the philosophy of critical realism is introduced and its implications for this research 

considered. Justification is then provided for the adoption of a mixed-methods strategy, and 

for the use of a systematic review, semi-structured interviews and questionnaires. Associated 

methods of analysis are similarly identified and justified. At each stage, the way in which 

each approach and method is applied to this study is discussed. This allows the reader to gain 

clear insight into the relevance of each method to the overall objectives of this research. The 

chapter concludes with a consideration of the validity, reliability and generalisability-related 

issues that have been raised as a result of the adoption of this methodological strategy. 
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The Philosophical Approach 

This section defines ontology and epistemology and states their importance to the research 

process. Critical realism, the philosophical position adopted in this study, is then introduced 

and discussed at length. Particular attention is paid to the relevance of critical realism to 

management research and to the specific research objectives that guide this thesis. 

Ontology and Epistemology 

Marsh and Furlong (2002) argue that ontological and epistemological positions comprise a set 

of assumptions that underpin the researcher's standpoint. To the social scientist, ontology 

refers to the understanding of the nature of social reality, and is defined as 

claims and assumptions that are made about the nature of 

social reality, claims about what exists, what it looks like, 

what units make it up and how these units interact with 

each other (Blaikie, 2000, p. 8) 

Blaikie (2000, p8) goes on to define epistemology as: 

the possible ways of gaining knowledge of social reality, 

whatever it is understood to be. In short, claims about how 

what is assumed to exist can be known 

The ontological position reflects the researcher's view about the nature of the world and the 

epistemological position reflects their view of what is known about the world and how one can 

get to know it (Marsh and Furlong 2002). If the ontological question is `what exists to be 

known? ', then the associated epistemological question becomes `what are the conditions of 

acquiring knowledge of that which exists? ' (Hay, 2002). 

14 



Thus, ontology defines an overarching framework relating to how reality is to be understood, 

whereas epistemology identifies what there is to be known, and what questions can be posed. 

The methodology adopted by the researcher defines the approach that is taken to answer these 

questions and therefore achieve research objectives. 

In terms of both ontology and epistemology, it is possible to distinguish between scientific 

(positivist) and hermeneutic (interpretivistic) positions or traditions. Positivism is an 

epistemological position that advocates the application of methods of the natural sciences to 

the study of social reality. Interpretivism provides an alternative to positivism. It requires the 

researcher to gain an understanding of the subjective meaning of social action, and to reject 

the assumption of an absolute, objective truth, as all perceptions of the `truth' are located in 

the subjective perceptions of each individual. 

The positivist paradigm focuses on verification (positivism) or falsification (post-positivism) 

as an a priori hypothesis, most usefully stated as a mathematical (quantitative) proposition, or 

propositions, that can be easily converted into precise mathematical formulae that express 

functional relationships (Cuba and Lincoln 1998). For example, a positivist seeking to 

identify the role of sport in leadership might formulate the following hypothesis: Student 

athletes will demonstrate significant positive differences in leadership ability when compared 

to non athletes, in all measures of leadership. This hypothesis would then be statistically 

measured and consequently accepted or refuted. Positivism is associated with an ontology of 

actualism, which purports a `truth' or absolute reality, which can be perceived in an objective, 

detached, value-free way. This is where the positivist-interpretivist paradigmatic debate 

fundamentally resides; whereas the positivist believes in an objective truth, the interpretivist 

assumes the real world is mediated by our social construction of it. Schutt (1999, p. 393) 

defines the subjectivity of the social scientist with regard to perceptions of reality as 
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In the view of the interpretivist, scientists construct an image 

of reality that reflects their own preferences and prejudices 

and their interactions with others. 

As these social constructions have the power to exert real material effects (Marsh and Smith 

2001), the interpretivist researcher must therefore also make them subjects of research. As all 

research is considered to be subjective, positivistic claims to the inference of causality to a 

wider population, based on trends observed in statistical data, are rejected. The interpretivist- 

positivist debate is often compared to the qualitative-quantitative debate for these reasons. 

A critical realist ontology allows the researcher to use quantitative methods to seek to 

establish statistical associations, which may be evidence of deep structures, while qualitative 

interview data seeks to understand actors' own explanations of such underlying structures and 

their causal impact. Using a mixed-methods strategy in this way allows an evaluation of the 

statistical association between actors' perceptions of leadership qualities and the sporting 

status of subjects, while also questioning interviewees to seek to establish how sporting 

experience relates to the acquisition of these attributes. 

Based on these observations, critical realism has been adopted as the methodological 

framework for this research. Critical realism is a form of realism that recognises the reality of 

the natural order, and the events and discourses of the social world, and argues for the use of 

both qualitative and quantitative inquiry. Bhaskar (1989) maintains that 

We will only be able to understand - and so change - the 

social world if we identify the structures at work that 

generate those events and discourses... These structures are 

not spontaneously apparent in the observable pattern of 
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events; they are identified through the practical and 

theoretical work of the social sciences 

Critical realists acknowledge that there is a distinction between the objects that they are 

researching, and the terms that are used to account for, and describe, these phenomena. By 

implication, critical realists readily admit that their explanations of phenomena are 

theoretical, and not amenable to observation. As a result, the critical realist generates 

hypothetical entities, or theories, that account for the generative mechanisms that have caused 

these regularities, or occurrences in empirical observation, to occur (Bryman, 2004). This 

philosophical stance appears particularly relevant to management research, for reasons that 

will now be considered. 

Critical Realism in Management Research 

The relevance and importance of critical realism for management science was identified by 

Mingers (2000) and shown to embody both the empiricist view of philosophy of science, with 

its emphasis on observation, data collection, mathematical modelling, prediction and control 

and the interpretivistic view, emphasising subjectivity in interpretation and learning rather 

than prediction. The relevance of critical realism to the management science researcher is to 

re-emphasise the realist view of being in the ontological domain, while also accepting the 

relativism of knowledge as socially and historically conditioned in the epistemological 

domain (Bhaskar, 1978). This provides an argument for a critical naturalist approach in the 

social sciences (Bhaskar, 1979). Sayer (2000, p. 9) contends that 

compared to positivism and interpretivism, critical realism 

endorses or is compatible with a relatively wide range of 

research methods, but it implies that the particular choices 
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should depend on the nature of the object of study and 

what one wants to learn about it. 

The somewhat dualistic positivistic-interpretive position adopted by critical realism is 

facilitated by a stratified ontology that conceptualises reality as multi-layered. Bhaskar's 

`ontological map', outlined in Figure 2.1 captures this stratified ontological conception of 

reality and represents a social reality that is stratified into three domains: the empirical 

(directly observable), the actual (phenomena that exists, both observable and unobservable) 

and the real (processes, structures, powers, causal mechanisms that generate events). The 

actual is taken as the starting point of research and from there, empirical research is 

conducted. Empirical observation is used to theorise about the existence of deep structures 

and mechanisms at the real level. 

Figure 2.1 Bhaskar's Ontological Map 

Domain of Real Domain of Actual Domain of Empirical 
Mechanisms X 
Events x X 
Experiences x X X 
(, Yource: Adapted from Bhasar, 1998, p. 14) 

Critical realists believe that there is an external `reality' and that there are deep structural 

relationships between social phenomena, which, albeit not directly observable, are crucial for 

understanding human behaviour (Marsh and Smith 2001). Critical realists acknowledge that 

the world is, to an extent, socially constructed, and that 

although social structure is unobservable, it can 

nevertheless be known to be real because it makes a 

difference to observable human behaviour (Lewis 2000, 

p. 249) 
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An understanding of the existence and relative power of human action (actors) and social 

structures is therefore important to the social scientist. The relevance of this relationship in 

critical realist theory is best understood in relation to Causal Power Theory. 

Causal Power Theory 

Causal power can be conceptualised with reference to the concept of the causal criterion: the 

conditions under which an entity becomes a causal power. It is important to recognise this 

concept as it is debated strongly within the critical realist field, and the stand taken by the 

researcher regarding this debate fundamentally affects the ontological position. 

Bhaskar (1998) argues that as people are pre-existed by social structures, then social 

structures can be interpreted as having the ability to exert power over people. Thus, social 

structures are powerful and can influence change. Lewis (2000) similarly argues that the 

causal power debate lies in the temporal dimension, where social structure is 

the deposit or residue of actions undertaken in the 

past.. . and is therefore irreducible to the current exercise of 

human agency. ' (This creates an) `ontological hiatus' 

between a pre-constituted past social structure and present 

human practices' (Lewis 2000, p. 266-267). 

Bhaskar (1998, p. 28) continues to argue that human actions `always involves irreducible 

social predicates' and his earlier ontological stance purports that `the social world is 

reproduced and transformed in daily life'. 
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In summary, critical realism is an appropriate methodological framework for a managerial 

study of this nature because of its emphasis on a realist view of the ontological domain, and 

its acceptance of the relativism of knowledge as socially and historically conditioned in the 

epistemological domain (Bhaskar, 1978). This facilitates mixed-methods inquiry of the 

existence of the `sport business metaphor', a multi-disciplinary area of research that requires 

investigation of quantitative and qualitative phenomenon in order to meet the objectives of the 

research. Critical realism facilitates this approach by conceptualising a stratified ontology of 

reality, which allows the researcher to generate findings at the empirical and real level, and 

then generate theories to explain these findings. 

A critical realist ontology provides the researcher with specific philosophical assumptions: 

a) The world exists independently of our knowledge of it. This means that, whilst the 

researcher can investigate reality at the empirical level, it cannot be used as evidence of 

`reality' as theorisation of the existence of unobservable structures is also required. In the 

context of this research, the researcher will employ a mixed-methods approach, where 

empirical observations generated at the empirical level are not interpreted to be representative 

of a straightforward `reality', but contribute to theorisation of the causal mechanisms that 

facilitate them. 

b) There are deep structures that cannot be directly observed, but which can be understood or 

conceptualised via theorisation and observations at different strata of reality: through 

retroductive inference. The researcher performs quantitative and qualitative research at the 

empirical level and uses these to observe the effects of these perceptions at the actual level. 

Retroductive inference is then used to generate theories at the real level, to facilitate 

conceptualisation of the `sports business metaphor' that identify the deep structures that have 

facilitated its characteristics. 
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c) Social structures and actors exert causal power; however, structures do not determine 

outcomes, rather they constrain and facilitate actions and may be modified by individual 

action (Marsh and Smith, 2001). Structures and actors constrain and facilitate actions, such as 

the acquisition and transference of skills from sport to business. Triangulation of mixed- 

methods allows the researcher to gain an in-depth understanding of the existence of, and 

effects exerted by, structure and agency. 

d) People's discursive knowledge about `reality; (which exists independently of that 

knowledge) may affect the outcomes of social interaction. This requires the researcher to gain 

an understanding of the `reality' of actors that are involved in use of the `sport business 

metaphor'. Acquiring knowledge of their reality at the empirical level requires qualitative 

inquiry. 

These research objectives concern the evaluation of the nature of the Sport Business 

Metaphor, and seek to gain insights into the values it embodies. 

The Objectives of the Research 

This research seeks to establish the empirical underpinnings of the sport-business metaphor. 

In order to do this, the research has the following objectives: 

1. To identify the skills perceived to be characteristic of an effective manager 

This objective is critical to the execution of the entire thesis. This objective requires the 

identification of the skills that the management literature suggests that the corporate sector 

desires, which in turn allows subsequent investigation into whether these are perceived to be 

developed by sport. 
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2. To identify whether sport develops the skills perceived to be characteristic of an effective 

manager 

This objective seeks to establish the extent of the sport-business metaphor in that it will 

establish perceptions of the extent that sport contributes to the skills of the corporate sector. 

3. To identify whether athletes are perceived as having greater leadership skills than non- 

athletes 

This objective contributes allows further inquiry into leadership in order to facilitate 

comparison of the leadership skills of athletes with non-athletes. 

This concludes a discussion of the philosophical approach taken in this research. The 

ontological and epistemological approaches and the research objectives have been presented. 

A discussion of the second part of the methodological strategy - the methods - is now 

required. The over-arching strategy is a mixed-methods approach that employs qualitative 

and quantitative research methods in order to satisfy the research objectives. Each of these 

research methods and its associated method of analysis is now presented. Justifications for 

the application of each research method and associated method of analysis are also provided. 

Mixed-Methods Strategy 

The methodological strategy adopted for this research constitutes a mixed-methods approach, 

where findings are then triangulated. Triangulation compares the findings of the three phases 

of the research executed for this thesis, which are questionnaires, the systematic review and 

semi-structured interviews. Each is presented separately later in the chapter. 
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A mixed methods approach can be pursued in a number of different ways. Hammersley 

(1996) proposes three approaches to multi-strategy research; triangulation (referring to the use 

of quantitative research to corroborate qualitative findings, or vice versa), facilitation (where 

one research strategy is employed in order to aid research using the other research strategy) 

and complementary (where the two research strategies are employed in order that different 

aspects of an investigation can be dovetailed). Bryman (2004) identifies triangulation, 

qualitative research as a facilitator of quantitative research, and quantitative research as a 

facilitator of qualitative research as possible methods. Triangulating data offers a means of 

converging qualitative and quantitative data (Dick, 1979) and allows comparison of methods. 

Thus, the results of one method may help to inform or develop another method (Greene, 

Caracelli and Graham, 1989). Based on the rationale presented here, use of a mixed-methods 

approach is clearly justified. 

Each of the qualitative and quantitative research methods used are now discussed. The first 

method to be considered is with the Systematic Review. 

Methodology: The Systematic Review 

This section of the chapter outlines the rationale for use of the systematic review as the 

method associated with achieving the first research objective, which was to identify the skills 

that are perceived to be characteristic of the effective manager. This necessitated a review of 

literature and, as presented in Chapter Three, establishes clear justification for the use of the 

systematic review over the narrative review. This discussion is considered at length in the 

Literature Review. The purpose of the following discussion is to provide an account of the 

mechanics of the review process and then to identify how the review was applied in this 

research. The key stages of the review are summarised in Figure 2.2 (Clarke and Oxman, 

2001) and these stages will be discussed in detail below. 
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Figure 3.2 Key Stages of the Systematic Review 

STAGE 1: PLANNING THE REVIEW 
Phase 0 Identification of the need for a review 
Phase 1 Preparation of a proposal for a review 
Phase 2 Development of a review protocol 

STAGE II: CONDUCTING A REVIEW 
Phase 3 Identification of Research 
Phase 4 Selection of studies 
Phase 5 Study quality assessment 
Phase 6 Data extraction and monitoring progress 
Phase 7 Data synthesis 

STAGE III: REPORTING AND DISSEMINATION 
Phase 8 The report and recommendations 
Phase 9 Getting evidence into practice 

Stage I Planning a Review 

The first stage involves the formation of a review panel that encompasses a range of experts 

in areas of methodology and theory relevant to the research area. Regular meetings allow 

disputes over inclusion and exclusion of studies to be discussed and decided. At this stage, an 

'iterative process of definition, clarification and refinement' occurs (Clarke and Oxman 2001, 

in Tranfield, Denyer and Smart, 2003, p. 214). Scoping studies are also conducted at this 

point, which constitute a brief overview of the theoretical, practical and methodological 

history and key discussions associated with the field(s) and sub-field(s) of study. This forms 

the basis for formulation of the review question, which is entitled the `review protocol'. 

The review protocol is a plan that helps to protect objectivity by providing explicit 

descriptions of the steps to be taken. This includes: 

a. The specific questions addressed by the study. In terms of managerial research, this 

can take the form of a conceptual discussion; 

b. The population (or sample) that is the focus of the study; 
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c. The search strategy for identification of relevant studies; 

d. The criteria for inclusion or exclusion of studies (Davies and Crombie, 1998). 

If satisfactory, the review is published to encourage interested parties to contact the reviewers 

and to avoid duplication of studies. The researcher may employ flexibility in the research 

approach, as needed, but is required to state explicitly the reasons for any modification that 

occurs, including the rationale associated with the modification. This retains creativity, whilst 

accounting for author bias, as all adaptations are explicitly explained. 

Stage II Conducting a Review 

As a systematic review allows a comprehensive search of existing literature, it often requires 

considerably more time than the narrative process and requires substantial perseverance, and 

attention to detail. The search strategy must be reported in sufficient detail to allow 

replication. The output of this information search will consist of a full listing of articles and 

papers upon which the review is based. A study may only be merited for inclusion if it passes 

all inclusion criteria. As the selection of inclusion and exclusion criteria is characteristically a 

subjective process, the panel remains closely involved throughout the process. The reviewer 

initially conducts a review of all potentially relevant citations identified in the search. 

Relevant sources are retrieved and the abstract or full text is reviewed in order to assess 

inclusion status. Each inclusion and exclusion made at this point is recorded with reasons for 

exclusion. 

As management studies generally do not make raw data available, the decision to include a 

document will usually be made upon an assessment of the more subjective findings and 

conclusions of the author. Rarely is data revisited and retested. The difficulty in specifying 

and conducting quality assessments of studies is a major challenge in developing a systematic 

review methodology for management research. In order to minimise human error and bias, 
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The Cochrane Collaboration regard the use of data-extraction forms, which display general 

information (title, author, publication details, study features, specific information) and notes 

on emerging themes. This serves three important functions: 

" The data-extraction form is a visual representation of the formulated 

research question and assessment of the associated studies; 

" The form acts as a historical record of the decisions made during the 

systematic review process; 

" The form is the data-repository from which the analysis will emerge 

(Clarke and Oxman, 2001, in Tranfield, Denyer and Smart, p. 217). 

The data extraction process requires the documentation of all steps. At this point, double- 

extraction procedures may be conducted by two independent researchers and results 

compared and reconciled, if appropriate. 

Stage III Reporting and Dissemination 

A well-executed systematic review makes it easier for the researcher to understand the 

research by synthesising extensive primary research papers from which it was derived. With 

the case of management, a two-stage report might be produced. The first is a `descriptive 

analysis' of the field, achieved through the use of a simple set of categories with the use of 

extraction forms (for example, the number of articles that exist about this subject or key 

authors). The researcher should be able to provide a broad descriptive account of the field 

with an audit trail that accompanies the conclusions. A `thematic analysis' must also be 

reported, which states whether the results were obtained via an aggregative or interpretative 

approach and references broad themes apparent across the literature reviewed. This may lead 

to the development of overarching themes and formulation of key questions. Linking themes 

across various core texts is an integral and valued part of the process. 
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Decision makers are encouraged to apply critical analysis and problem solving skills to the 

outcome of the systematic review and not simply rely solely on the outcome of the review 

(Bero and Rennie, 1995; Rosenberg and Donald, 1995). Within management, there is a 

specific need to recognise that evidence alone is often insufficient and incomplete. Thus, the 

systematic review process can be considered as `evidence informed' rather than `evidence 

based' (Nutley, Davies and Walter, 2002; Nutley and Davies, 2002). 

An audit trail of documents and panel outcomes allows the reader to acknowledge the process 

through which the author has identified key concepts, thus accounting for any inherent bias at 

this stage of the review process. 

Updating the systematic review according to the needs of research is acceptable as it offers 

potential new insights (Stead, Lancaster and Silagy, 2001; Jadad et al. 2000). However, little 

guidance exists regarding the timing of updates to systematic reviews (Chapman, Middleton 

and Maddem, 2002). The Cochrane Back Review Group (2003) encourages updates so that 

new evidence can be taken into account and removes an authors' right to free access to The 

Cochrane Library if authors fail to update reviews within two years. The Cochrane Back 

Review Group (2003) suggests an update is performed 6-12 months after the initial review, 

and also suggests a number of guidelines that the lead author should consider when updating 

the review. These include considering the appropriate number of authors to include on the 

review team, the level of expertise of the reviewers, whether there is a conflict of interest, and 

whether the inclusion criteria and search strategy are still appropriate. Van Tulder (2003) 

identifies a possible need to amend the search strategy, based on the needs of the research. 

27 



Use of the Systematic Review in this Research 

This section now provides an account of the way in which the systematic review was carried 

out in this research. This review constituted the first of the three phases of research 

undertaken in the investigation of the ̀ sport business metaphor'. 

The first stage involved creation of a review panel. This consisted of specialists in the field, 

who were chosen for their relevance in the subject areas being investigated, and the 

researcher. Professor Ian Henry was selected on the basis of his status as the Director of 

Research of the researcher, and for his authority within the area of Sport and Leisure Policy. 

Dr. Leigh Robinson was selected on the basis of her status as the Supervisor of the researcher, 

and also for her specialism within the field of Sport and Leisure Policy. Louise Fletcher, a 

university librarian in the specialist area of business and management was also consulted with 

regard to choice of literature sources, such as databases and journals. 

The next stage was for the expert panel to perform definition, clarification and refinement of 

research aims and objectives. This was achieved by a panel review of key papers. This 

mapping study focused specifically on a general study of the field of management. This 

included an overview of leadership theories, participative decision making theory, personality 

classifications, teambuilding activities, classic management theories (neo-relations, 

contingency, systems, quantitative, behavioural and classical schools), the concept of power, 

case studies of highly successful managers, management gurus and the future of leadership 

theory (transformational, charismatic and transactional leadership, 360° model). The findings 

of this review were used to justify selection of keywords selection and to review the strategy 

associated with execution of the systematic review. 

The following keywords were selected by the panel. Leadership, Leadership model, 

Leadership theory, Management, Transformational leadership, Charisma, Charismatic 
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leadership, Effective leadership, Transferable skills, styles (rational, traditional, 

transformational, charismatic) CEO, MD 

The panel then reviewed the objectives of the research (to identify the skill set of the effective 

manager and to identify whether sport develops these skills), a statement of the problem (no 

empirical data currently exists), identification of a search strategy, definition of inclusion and 

exclusion criteria, and methods of quality assessment. The data extraction procedure, data 

synthesis procedure and project timetable were also discussed. 

The search was performed using these keywords, and the databases identified by the expert 

librarian. Databases were chosen for reasons of relevance to the fields of study (social 

sciences, business and management and sport). Assia, Article First, British Humanities Index, 

IBSS, London School of Economics, Zetoc, British Education Index and SportDiscus were 

the databases used for this study. The keywords were used separately and were also grouped 

into search strings. As search results of individual keywords returned an unfeasibly high 

number of documents (Appendix 1.1), it was decided by the panel that each keyword should 

then be combined with the term `leadership' to refine results outlined in Table 2.1. The 

acceptable level of documents returned by each database for this combined search was set at 

loo. 

r Table 2.1 Keyword Search: Keywords Combined with LEADERSHIP: 

Assia Article 
First 

Brit 
Humanities 

Index 

IBSS [SE Z. etoe British 
Ed 

Index 

Sport 
Discus 

Skills 77 316 13 34 5 375 44 148 
Competencies 8 41 2 3 0 94 3 21 

Effective 137 316 28 56 12 331 39 92 
Models 84 64 20 61 1 500 43 34 
Theory 127 165 41 214 21 330 28 160 

MD 1 61 0 0 0 80 0 9 
CEO 4 181 2 10 1 99 0 5 

Case Studies 19 51 8 51 43 174 2 2 
Styles 77 158 13 34 5 360 135 81 

[-Management 312 4616 117 315 149 3713 318 293 
Sport 4 15 7 3 0 73 0 1348 
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Where returned documents exceeded 100, a further keyword was added to refine the search 

(Appendix 1.2). If the resultant number of hits still exceeded the target number of 100, the 

keyword was combined with a third keyword (Appendix 1.3). If the returned documents still 

exceeded 100, a random sample of 10% of documents was performed to extract important 

keywords and refine the search further. Frequently occurring keywords contained within this 

document sample were subsequently used to further refine the keyword searches to reach a 

target below 100 (Appendix 1.4). 

When all keyword searches achieved their target of 100 or below, an assessment of the 

relevance of documents took place. This was performed by the main researcher and then 

reported to the panel. The exclusion and inclusion criteria previously decided upon by the 

panel were carried out on these studies. 

Initially, documents were included according to academic relevance, content and language 

(English). Three additional exclusion criteria were added following a documentary analysis; 

publication date (1983-2003), if the document was a thesis and publication length (5 pages or 

more). The publication date was added to reflect the recent growth in the field of leadership 

research, as it reflected the widening gap between the traditional process driven management 

theories and the new leadership school. Publication length was included as a criterion, as 

documents under five pages tended to be magazine based articles with little or no academic 

merit. A thesis format was also excluded, as most theses identified by the studies derived 

from North America, or other global regions where acquisition of the document was 

extremely difficult. It was impossible to obtain a small number of articles, as these appear 

unobtainable (the British Library was unable to access these documents and they are not held 

in any other UK institution (Appendix 1.5 Unobtainable Documents). 
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Thus, the exclusionary criteria used were: 

" academic relevance 
" context 
" time frame (1983-2003 inclusion time frame) 
" relevance of theory and /or concept discussed in the study 
" language (English) 
" length (5 pages or more) 
" Thesis (theses identified by the systematic process were predominantly North 

American and extremely difficult to obtain) 

Whilst a time frame of 1983-2003 was used as exclusionary criteria, documents with earlier 

references, identified in the mapping study, were nevertheless retained and contributed to the 

thematic analysis, if relevant to the study. At this point, Data Extraction tables were created to 

record a brief summary of the grounds for inclusion or exclusion of each document as shown 

in Appendix 1.4. All database search results that had returned a total of 100 or less documents 

produced the documents that were included in these tables. A decision was reached regarding 

inclusion or exclusion, based on the document title and abstract. If the document was 

irrelevant to the subject area it was also excluded (Appendix 1.6). Data-extraction forms 

provided a visual representation of the documents that were retained, with justification for 

their inclusion or exclusion. These forms provided a historical record of the decisions made 

during this process. The forms serve as a data-repository from which the thematic analysis is 

conducted (Clarke and Oxman, 2001, In Tranfield, Denyer and Smart 2003, p. 217). 

The researcher applied the exclusionary criteria to each document. Those that achieved 

inclusion constituted the final documents that would be analysed in the thematic analysis. 

Final Inclusion tables were created to provide a summary of each document, and to record its 

status as a document that would be reviewed in the thematic analysis (Appendix 1.7). These 

documents were then analysed using the meta-ethnographic approach of meta-synthesis. This 

allowed the researcher to identify the themes that emerged from the literature, which were 

discussed in Chapter 2 (Literature Review): 

31 



These themes were used to inform the research, by identifying leadership as a major focus of 

the thesis. The need to directly compare the leadership skills of athletes and non-athletes was 

established. The use of the Multi-Factor Leadership Questionnaire (MLQ) as the appropriate 

instrument with which to measure these leadership skills also emerged from the thematic 

analysis. 

The outcomes of the systematic review provided further justification for adoption of a mixed- 

method research strategy. This approach was subsequently realised through the use of semi- 

structured interviews and questionnaires (MLQ). Semi-structured interviews capitalised on 

the findings of the systematic review, by addressing the second research objective: to identify 

whether sport develops the skills perceived to be characteristic of an effective manager. Use 

of the MLQ built upon findings of the review by researching whether leadership, the skill 

found by the review to be most desirable to the corporate sector, was more highly developed 

in athletes. 

The use of interviews in this research is discussed in the same way that the systematic review 

was addressed: by providing a discussion of the interview process itself, and then by 

observing how this process was administered in the context of this thesis. 

Methodology: Interviews 

There are four types of interviews used in social science research: the structured interview, 

semi-structured interview, unstructured interview and the group interview. Cresswell (2003) 

characterises interviews along a quantitative-qualitative dimension, ranging from the 

quantitative questionnaire interview through to the qualitative unstructured situation where 

the respondent feels free to answer without constraints of pre-formulated questions. 
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It is important to acknowledge the subjective nature of interviewing in social science 

research. This reflects the ontological belief that reality is independent of our knowledge of it, 

and that reality is socially constructed, meaning that the interview process, and its associated 

analysis, will be mediated by our subjective perceptions of it. Miller and Glassner (1997 

p. 100) reflect on the interview process saying that 

Those of us who aim to understand and document others' 

understandings choose qualitative interviewing because it 

provides us with a means for exploring the points of view of 

our research subjects, while granting these points of view the 

culturally honoured status of reality 

Consequently, it is important to attempt to analyse interviews within the context that they 

have occurred. This is because it allows the researcher to take into account the social and 

cultural settings and norms within which the interviewee resides. This may offer insight into 

the reason why the interviewee communicates certain perceptions, or may offer evidence of 

the ways in which these perceptions lead to action. It is also important to acknowledge the 

potential mediating effects of the researcher in the interview process. This is because the 

researcher is not only answering questions, but also providing a `presentation not only of 

reasons but of onese f' (Harre, 1988, p. 167). 

The researcher must also consider `the extent to which our observations indeed reflect the 

phenomena or variables of interest to us' (Pervin, 1984, p. 48) and thus base the research 

methods upon those social actors that have a reliable and valid observation of the phenomena 

being investigated. It is important, therefore, to investigate and aim to understand the 

experiences of interviewees (for example, athletes, coaches and graduate recruiters) as they 

are the social actors with the most direct, relevant experience of the phenomenon under 

investigation. 
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Interviews facilitate an understanding of the social phenomena studied from the actors' 

perspective. This approach describes the world as experienced by the subjects, and assumes 

that the important reality is what people perceive it to be (Kvale 1996). Burgess (1982 p. 107) 

states that the interview is 

the opportunity for the researcher to probe deeply to 

uncover new clues, open up new dimensions of a problem 

and to secure vivid, accurate inclusive accounts that are 

based on personal experience 

Semi-structured interviews are most appropriate when it is necessary to understand beliefs 

and perceptions (Easterby-Smith et al 1991, p. 74). Use of open questions allows flexibility 

within the research process that allows further probing of statements and beliefs by the 

interviewer at the time the interview is held. Interviewing subjects face to face also allows 

inclusion of non-verbal cues in the analysis of data. Thus, face-to-face semi-structured 

interviews can be argued to provide the most valid means of interview for this research. The 

face-to-face interview allows the researcher to observe the contextual setting within which the 

interviewee operates (e. g. the office environment) and can also take advantage of access to 

visual signs, such as expressions and gestures. Taking an open, phenomenological approach 

to interviewing appreciates the importance of conceptualisation as noted by Spradley (1979): 

I want to understand the world from your point of view. I 

want to know what you know in the way you know it. I 

want to understand the meaning of your experience, to 

walk in your shoes, to feel the things as you feel them, to 

explain things as you explain them. (Spradley 1979, p. 34) 
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Interview Anal 

There are a number of methods with which to analyse interviews (Miles and Hubermann 

1994; Silverman 1993; Tesch 1990, Wolcott 1994). There are six main approaches to 

qualitative interview analysis: meaning condensation, meaning categorisation, narrative 

structuring, meaning interpretation, ethnographic content analysis and ad hoc. Meaning 

condensation abridges each answer that the respondent gives into shorter, more concise 

statements. Meaning categorisation codes the interview into distinct categories, for example 

positive and negative statements, or points on a scale from I to 5. This de-contextualises key 

elements of the interview into specific categories. Narrative structuring focuses on temporal 

and social organisation of the text and utilises stories recounted within the text as a means of 

analysis. Meaning interpretation involves speculative interpretation of a text, in the manner of 

a literary critique of a book, dream analysis, or in the summation of a legal case. Contrary to 

meaning categorisation, meaning interpretation involves a specific re-contextualisation of 

statements. ECA or qualitative document analysis involves emergent and theoretical sampling 

(Glaser and Strauss 1967) of documents, development of a protocol for more systematic 

analysis, and then constant comparisons to clarify themes, frames, and discourse (Altheide, 

1987). Ad Hoc analysis provides an eclectic, `best fit' approach to data analysis, incorporating 

a mixture of qualitative and/or qualitative methods. 

Analysing semi-structured interviews involves the coding of responses, so that they can be 

directly compared. There are two methods of data coding available to the researcher: coding 

by hand or coding via a software package such as NUDIST. Software packages allow the 

researcher to search for key phrases and to monitor their frequency of use within specific 

contexts (Fielding, 2002; Fielding and Lee, 1998; Kelle 1995). This allows the researcher to 

develop and compare categories. 
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Use of Interviews in this Research 

Interviews were identified as the most appropriate means of addressing the second research 

objective, which was to identify whether sport develops the skills perceived to be 

characteristic of an effective manager. Justification for use of interviews in the context of a 

mixed-methods strategy has already been provided earlier in the chapter, so will not be 

repeated here. Instead, this section focuses on reporting of interviewee characteristics and an 

account of the research process. 

Interviewees were selected based on their status as graduate recruiters and sports coaches. 

This approach, known as purposive sampling, allowed the researcher to select interviewees 

based on a known characteristic, which in this case was their status as a graduate recruiter or 

sport coach. In this approach, sample numbers may be small, and respondents are included 

on a `fit for purpose' basis (Cresswell, 2003 p. 95). In the case of this research, there were 15 

interviewees in each group. Each group will now be discussed separately. 

Group One: Graduate Recruiters 

Interviewees in this group were all responsible for recruitment of graduates within their 

department or organisation. All were employed in an organisation that has an established 

policy for the recruitment of graduates. This included Graduate Recruitment Schemes and/or 

processes for recruiting graduates into entry-level positions for specific departments. 

Interviewees were employed in the telecommunications, corporate banking, advertising, 

performance consultancy, retail banking, financial services, oil and gas and automotive 

sectors. All companies were located in the private sector. Table 2.2 summarises the company 

and role of each interviewee: 
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r Table 2.2 Group One Interviewees 

Company Position 
3M Young People Resource Manager 

Orange Graduate Recruitment Manager 
ABN Amro (2 interviewees) Senior Manager, Global Project Manager 

Saatchi and Saatchi Account Director 
Gencr8 Managing Director 

Inside Out Performance Consultant 
Lane 4 (2 interviewees) Performance Consultant, Performance Consultant 

Lloyds 'I'S13 human Resource Manager 
Andersen Consulting Partner 

Kerr Mc Gee (2 interviewees) Departmental Manager, Departmental Manager 
Aston Martin Departmental Manager 
Rolls Royce Graduate Scheme Manager 

Interviews were conducted at the interviewees' place of work. Interviews ranged from 19 

minutes to 1 hr 8minutes in length. All interviewees were offered the opportunity to receive 

the interview questions in advance, but none chose to do so. A brief synopsis of the research 

was provided for each interviewee and a list of the interview questions can be found in 

Appendix 1.8. A sample interview transcript is provided in Appendix 1.9. 

Group Two: . Sport Coaches 

Interviewees in this group were elite/BUSA 1" team coaches based at Loughborough 

University. Interviews ranged from 32 minutes to I hr 16 minutes in length. All interviewees 

were offered the opportunity to receive the interview questions in advance, but none chose to 

do so. A brief synopsis of the research was provided for each interviewee. A list of the 

interview questions is located in Appendix 1.10. A sample interview transcript is provided in 

Appendix 1.11. 
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Y Table 2.3 Group Two Interviewees 

Sort Level of Responsibility 
Tennis (2) Coach and Manager of tennis, 

elite and BUSA Is' team 
Swimming (2) Assistant Manager and Manager ofs+imming, 

elite and 13USA 151 team 
Athletics (3) Coaches and Manager of athletics, 

elite and BUSA 1" team 
Rugby (2) Assistant Manager and Manager of rugby, 

BUSA l" team 
Hockey Manager of hockey, 

ßU SA 151 team 
Football (2) Manager of men's football, BUSA Is` team 

Manager of women's FA Academ y 
American Football Head Coach 

Basketball (2) Coach, Team Captain 

Interview data was analysed using the ad hoc approach identified earlier (Kvale, 1996). The 

data was categorised in two ways: 

1. By emergent theme 

Emergent themes were identified individually for each group, then themes across 

both groups were identified. 

2. By keyword 

Keywords were identified and reported in tabular form. The keywords were skills, traits 

and competencies that were cited by each interviewee in response to the following 

questions: What skills, if any, do you think sport develops. " and What skills do you 

require in the graduates you recruit? The keywords cited by each interviewee were 

then compared with others. Trends emerged regarding the types of keywords that were 

cited, leading to a grouping of keywords into themes. Those themes or keywords that 

featured highly - for example, were cited by all interviewees - were identified. 

Meaning condensation analysis identified that three-quarters or more of graduate recruiters 

identified teamwork, interpersonal skills, leadership, mental skills and goal setting to be both 

desirable, and developed by sport. In addition, all sport coaches identified these skills as 
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developed by sport. All interviewees identified that all skills were transferable from sport to 

business. Meaning condensation analysis also provided the justification for the categorisation 

of mental skills into two further sub-categories: mental toughness and personal management. 

The themes that emerged from the meta-synthetic analysis strengthened these findings and 

also reported the need to sub-categorise mental skills in this way. A detailed discussion of the 

findings of the semi-structured interviews is located in the following chapter. 

This concludes discussion of semi-structured interviews and their role in addressing the 

second research objective. The findings of this phase of the research and the systematic 

review constitute the qualitative research undertaken for this thesis. The findings of both of 

the qualitative studies reported thus far, were triangulated with a quantitative method, used to 

address the third objective. The MLQ, used to address the third objective, is now discussed, 

and then its use within the context of this study reported. 

Methodology: Questionnaire 

The Multi Factor Leadership Questionnaire (MLQ) was identified by the systematic review as 

widely regarded as being the most appropriate method for addressing the third research 

objective, which is to identify whether athletes are perceived as having greater leadership 

skills than non-athletes. 

Bass and Avolio's (1991) Multi Factor Leadership Questionnaire (MLQ) Form 5X constitutes 

a 45 question structure that measures five transformational leadership behaviours (idealised 

influence, attributed charisma, inspirational motivation, individual consideration and 

intellectual stimulation), three transactional behaviours (contingent reward, management by 

exception active and management by exception passive), one non-leadership factor (laissez 

faire) and three outcomes of transformational leadership (extra effort, effectiveness and 
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satisfaction). Together, these behaviours constitute Full Range Leadership, a definition of 

which is provided in more detail in Chapter Three. 

Questionnaires that respondents complete themselves are one of the main instruments for 

gathering data in social science research (Bryman, 2004). The self-completion questionnaire 

can be completed with or without supervision, although the needs of the research group may 

dictate whether completion of questionnaires is supervised, especially if the data is sensitive, 

or confidential. Studies exploring the attributions of individuals tend to measure attributes 

quantitatively as it is generally assumed that attributions are private cognitions that require 

methods such as questionnaires to investigate them (Cresswell, 2003). 

When analysing quantitative data (and, therefore, MLQ data), the most basic step is to first 

calculate means and standard deviations. This gives an initial indication of whether 

differences occur between groups, or between an experimental and control group. If 

differences do occur, then further tests are necessary to ascertain whether these differences 

are significant. These tests are either parametric if the dataset does not violate an assumption 

of homogeneity of means, or non-parametric if the dataset violates the assumption of 

homogeneity of means. Testing means and standard deviations can only be performed on a 

reliable dataset. Performing the Cronbach's Alpha test allows the researcher to identify 

whether the dataset is robust. If there are internal inconsistencies in the dataset, then item(s) 

will be excluded from subsequent analyses. 

There are many further statistical tests that can be carried out on data, which identify patterns 

in the data, such as positive or negative correlations. Correlation analysis identifies whether 

components on a scale (in this case, leadership behaviours measured by the MLQ) are 

positively or negatively related. Bivariate correlations are a measure of the linear relationship 

between two variables, for example, two leadership behaviours such as Charisma and 

Inspirational Motivation. Positive and negative correlations may be observed between two or 
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more variables, but this does not automatically infer causation between the two. Cause and 

effect can only be established with reference to theory, logic and the total experimental 

situation, of which statistical inquiry is a part (Thomas and Nelson, 2001): `Correlation is no 

proof of causation' (Pedzahur 1982). Correlation is a necessary but not sufficient condition 

for causation. The correlation coefficient measures the strength of a linear relationship 

between two variables. The correlation coefficient is always between -1 and +1. The closer 

the correlation is to +/-1, the closer to a perfect linear relationship. 

This concludes a discussion of the appropriate statistical tests that are used to analyse MLQ 

data. Use of the MLQ in this research is now reported. 

Use of the MLQ in this Research 

Bass and Avolio's (1991) Multi Factor Leadership Questionnaire (MLQ) Form 5X was used 

to measure ratings of transformational, transactional and non-leadership behaviour for the 

four groups identified below. 

Group One: University level athletes (n=54). All athletes competed at elite and/or BUSA 

I" team level at Loughborough University. All athletes had trained with the 

same coach, who was also rating them in this study, for at least a year. 

Athletes ranged from first to final year across a range of disciplines and were 

members of the rugby, football and athletics clubs. 

Group Two: Coaches (n=54). All coaches were actively involved in the coaching of elite 

and/or BUSA 1" team level collegiate sport at Loughborough University. 

Coaches had coached the athletes they were rating in Group 1 for at least a 

year. Coaches derived from the rugby, football and athletics teams. 
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Group 3: Student non-athletes (n=95). All non-athletes were students at Loughborough 

University. Non-athletes ranged from first to final year across a range of 

disciplines and constituted magazine sub-editors, computing students, non- 

BUSA 3 ̀d team basketball players and intramural sport secretaries. 

Group 4: Lecturers and managers of the student non-athletes they were rating in Group 

3 (n=95). These raters had been involved with the non-athlete in an academic, 

voluntary or work-related for at least a year. Members of this group 

constituted a computing lecturer, computing seminar leader, magazine editor, 

non-BUSA basketball coach and intramural head of activities. 

Respondents were asked to answer the 45 questions by indicating how often they perceived a 

specific behaviour was exhibited by themselves, or by the student that they were rating. 

Answers ranged from the choice of 0 (not at all) to 4 (frequently, if not always). The 

reliability coefficient was satisfactory (0.7 or higher) (Nunnally, 1978) for all behaviours, 

with the exception of Individual Consideration and Satisfaction SELF Ratings. Both were 

subsequently omitted from further analysis. 

MLQ Anal 

Using SPSS, tests of significance were carried out on all datasets to identify the presence of 

significant differences between means for Groups 1-4. Both parametric (ANOVA) and non- 

parametric tests (Mann-Whitney Test) were carried out, as some datasets violated the 

assumption of homogeneity of means (Levene's Test of Error Variance). Significant 

differences in means were observed for almost all leadership behaviours, providing evidence 
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that athletes demonstrated greater leadership skills than non-athletes. Bivariate correlation 

(Pearson's r) was then used to identify positive and negative correlations between leadership 

behaviours. This was done to identify trends in the data and to draw further inferences from 

the data. Highly significant correlations were observed in the Athlete groups, particularly with 

regard to a positive relationship evidenced between transformational behaviours and 

contingent reward. A detailed discussion of results is located in Chapter Six. 

This concludes the discussion of the use of the MLQ in this research, and also completes the 

presentation of Research Methods and Analysis. It is important at this point to address the 

concepts of reliability and validity, because these considerations provide important criteria in 

establishing and assessing the quality of research. The issue of generalisability is also 

considered here, with regard to the potential for the research findings to be applicable to other 

settings. These concepts are now discussed separately below, and consideration is given to the 

different issues that surround the concepts of ascertaining reliability, validity and 

generalisability in qualitative and quantitative research. 

Issues of Reliability, Validity and Generalisabillty 

Reliability 

Issues relating to reliability differ, depending on the status of the method as quantitative or 

qualitative. In terms of the questionnaire research, reliability is ascertained via performing 

statistical tests of internal reliability. Cronbach's Alpha is a widely used test of internal 

reliability and calculates the average of all possible split-half reliability coefficients (Bryman, 

2004). Some authors identify a minimum Alpha level of 0.6 as acceptable (Berthoud, 2000; 

Nunnally 1978), although 0.7 is more widely acknowledged as the acceptable minimum 

reliability coefficient (Nunnally, 1978). 
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Reliability issues in qualitative research were briefly considered earlier in this chapter, in the 

reporting of the methodology of the systematic review and semi-structured interviews. The 

need to account for subjectivity of the researcher in the research process was identified, as 

were the concerns levelled at the possible over-reporting of a phenomenon using anecdotal 

evidence to represent a specific case, thus affording it inappropriately high weighting in the 

reporting process. In this research these concerns have been addressed in the following ways. 

Use of the systematic review allowed the researcher to review literature in a way that is 

transparent, reproducible and aimed to minimise subjectivity and bias in the document 

selection process. Use of a narrative review would not have allowed these features to have 

occurred in the review process. 

The mixed method strategy allowed the potential over-reporting of themes via inappropriately 

emergent individual anecdotes to be countered. Use of a mixed-methods strategy also allowed 

triangulation to occur. This process of triangulation offered the potential to support or refute 

findings of each of the three research studies. Findings of qualitative research were 

corroborated and thus strengthened using this approach, which arguably enhances the 

reliability of this research. 

Validity 

Validity issues also differ with respect to the qualitative or quantitative status of the study. 

Existing categories of validity, such as the predictive and internal validity used in the 

statistical research employed in this research, are based on positivistic assumptions that 

underlie quantitative and experimental designs (Salner, 1989). Proponents of quantitative and 

experimental approaches have frequently criticised the absence of `standard' means of 

assuring validity, such as quantitative measurement, explicit controls and the formal testing of 

prior hypotheses (Maxwell, 1992) in qualitative research. However, it has been argued that 
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qualitative research has its own procedures for attaining validity that are simply different from 

quantitative procedures (Kirk and Miller, 1986), based on the fact that the scientific paradigm 

upon which quantitative inquiry is based is not relevant to qualitative inquiry (Guba and 

Lincoln, 1989). 

Qualitative research treats validity differently. Maxwell (1992) proposes five broad categories 

of validity in social sciences research: descriptive validity, interpretive validity, theoretical 

validity, generalisability and evaluative validity. Descriptive validity concerns the factual 

accuracy of the account (such as the transcribing accuracy of the researcher). Descriptive 

validity can refer to issues of omission as well as inclusion: a verbatim interview transcript 

might be considered invalid if it omits features of the respondent's pitch, stress or pitch, if 

these factors are crucially important to the interview. Statistically descriptive aspects of 

accounts may also threaten descriptive validity if differences in interpretations of units of 

quantification differ (for example, how different respondents regard concepts such as 

`frequent', 'usually' and `rare' in their support of statements). 

Interpretive validity concerns an understanding of the meaning of events, objects, descriptions 

and behaviours from the viewpoint of respondents. Social theorists generally agree that a 

valid account of a social situation must respect the perspective of the actor involved in that 

specific account, although it need not be centred on that perspective (Bohman, 1991; Menzel 

1978). Theoretical validity refers to the validity of an account as a theory of a particular 

phenomenon. In the context of this research, one might consider the use of the phrase `sport 

business metaphor' by the author as theoretically valid, if it is based on research that meets 

the criteria for methodological validity and reliability and is consistent with the ontological 

and epistemological beliefs of the researcher. 
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Generalisability 

Generalisability refers to the extent to which the account of one situation or respondent can 

reflect a wider population. Generalisation in qualitative research usually occurs via generation 

of a theory that makes sense to the actor(s) and situation(s) studied, and identifies how the 

same situation under different conditions can lead to different results (Becker 1990). This 

differs from general isabi I ity in quantitative research that seeks to employ a specific sampling 

process and draws conclusions about a specific population based on these outcomes via the 

process of statistical inference (Yin, 1984). Generalisation in qualitative terms might instead 

be considered in terms of internal and external generalisability (Maxwell, 1992). Internal 

generalisability allows generalisation within the same group or institution within which the 

research was conducted and external generalisation allows generalisation to groups or 

institutions external to that originally studied. 

Yin (1989) argues that a way of checking validity involves checking over all relevant data in 

such a way as to allow a chain of evidence throughout the research process, leading to the 

final report. In the case of interview research or the systematic review, this would involve 

keeping notes at all stages of the research process, from inception of the research concept, 

through execution of the research and writing up of draft and final reports. Silverman (1997, 

2001) reports a frustration with the anecdotal fashion in which qualitative findings are 

presented, since they give little sense of the relative importance of themes identifies. Based on 

this observation, he argues for some quantification of research in order that the generality of 

the phenomena can be described, such as occurred in this thesis. 
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Summary 

This chapter has identified the methodological strategy adopted in this research. The rationale 

for the adoption of a critical realist ontology and epistemology were provided in the context 

of the overall aim of the study; to provide empirical research of the ̀ sport business metaphor'. 

This included the identification of the stratified realist ontology and its associated method of 

analysis, retroductive inference. The relevance of critical realism to management research was 

considered and research objectives defined. 

Use of a mixed-methods strategy was justified as a means of strengthening findings that 

emerged from each of the three phases of the research. This approach enabled triangulation of 

qualitative and quantitative research methods, which subsequently strengthened the findings 

of each phase, and aided theory generation. 

The first research objective was to identify the skills that are perceived to be characteristic of 

the effective manager. This objective was achieved using the systematic review that provided 

a reproducible, auditable and transparent approach to synthesising data. In so doing, reliability 

of the literature review was enhanced. Themes that emerged from the data were reported and 

used as a means of informing research and defining subsequent research objectives. 

The second research objective was to identify whether sport is perceived to develop the skills 

perceived to characteristic of the effective manager. This was researched using semi- 

structured interviews with sport coaches and graduate recruiters. One of the most significant 

findings of the interviews, consistent with findings of the systematic review, was that 

leadership was the skill desired most by graduate recruiters, which added justification to the 

use of a third research objective. 
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The third research objective emerged as a result of the outcomes of the first two phases of the 

research. The objective was to identify whether athletes are perceived to demonstrate greater 

leadership skills than non-athletes. The Multi-Factor Leadership Questionnaire (MLQ) had 

previously been identified by the systematic review as the most valid means of measuring 

leadership in this context, so was the instrument used in this study. Statistically significant 

differences were measured using analysis of variance analysis, and bivariate correlation 

analysis further identified relationships in the data. 

The next chapter builds on the observations provided here, by reporting the detailed findings 

of the first phase of research, which used a systematic review to identify the skills that are 

perceived to be characteristic of the effective manager. 
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CHAPTER THREE: LITERATURE REVIEW 

Introduction 

The purpose of this chapter is to identify and present the themes that emerge from the 

thematic analysis of the systematic review. The procedure for identifying, synthesising, 

analysing and reporting literature differs between narrative and systematic reviews and a 

rationale for utilising the systematic review is included in this chapter. The most fundamental 

difference that can be observed when reporting the outcomes of the literature review is the 

way in which literature is reported and analysed. As systematic reviews use meta-synthesis as 

the method of analysis, literature is reported as themes, and concerns only the documents that 

were selected on the basis of specific exclusionary criteria (in addition to those documents 

already included in the mapping study). This differs from a standard literature review, which 

does not state an explicit exclusionary criteria, keywords, or databases and employs a much 

more ad hoc, less structured approach to reviewing literature keyword/database/key phrase 

searches. 

Although the systematic review can integrate additional and subsequent searches, this 

procedure has to be clearly justified, audited and approved by the expert panel. A narrative 

review can similarly integrate extra searches into the review, but this does not require 

justification or a record of why this extra search has been carried out. The aim of the 

systematic review differs somewhat in that it provides a reflection of the dominant literature 

that exists in the field and also informs policy and practice. In the context of a doctoral thesis, 

this policy and practice refers to the choice of research objectives, instruments and 

procedures. 
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Based on the key differences between narrative and systematic reviews and the way that this 

alters the process of reporting literature, this chapter seeks to address two objectives. The first 

is to provide a rationale for use of the systematic review in place of a traditional narrative 

review. This allows consideration of the aims of the literature review, an in-depth comparison 

of narrative and systematic reviews, the relevance of systematic reviews to management 

research, consideration of the procedures associated with data synthesis and the way in which 

the review directed the future research agenda. The second objective is to identify the themes 

that emerge from the literature. These themes are the `sport business metaphor', identification 

of skills perceived to be required for effective corporate performance (communication skills, 

vision, achievement motivation, ethics, empathy and change management), leadership, 

transformational leadership, and the Multi-Factor Leadership Questionnaire. 

Purpose of the Literature Review 

The purpose of a literature review within the managerial field of study is to enable the 

researcher to map and assess existing intellectual territory and to specify research questions to 

develop the existing body of knowledge further. Management reviews are almost always 

narrative and have been widely criticised for being singular descriptive accounts of the 

contributions made by writers in the field, often selected for inclusion based on implicit bias 

and subjectivity (Fink, 1988; Hart, 1998). These criticisms support consideration of an 

alternative method of review - the systematic review - that seeks to counter these criticisms. A 

comparison of the two available methods of management review - the narrative review and 

the systematic review - allows clarification of the most appropriate method for this research 

study. 

Significant debate has been conducted in the field of management research over the last 

decade, focusing specifically on the ontological status of the field. A key goal of management 
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research is to improve the relationship between theory and practice, but this has led to 

subsequent concern that the field has become divergent and fragmented as a result. This 

divergence reflects the integration of necessary sub-disciplines into the field and carries issues 

concerning the issue of relevance and the application of findings of theory to practice 

(Tranfield and Starkey, 1998). Whitley (1984, p. 343) also identifies the role of management 

research in closing the gap between theory and practice, classifying management research as a 

`practically oriented social science'. Whitley (1984, p. 343) considers that fragmentation in 

the managerial field has resulted in 

a low degree of reputational control over significance 

standards.... (which) means that the significance of problems 

and preferred ways of formulating them are unstable, subject 

to disputes and are assessed by diffused and diverse 

standards. 

Hodgkinson, Herriot and Anderson (2001) agree with the supposition by Whitley (1984) that 

academics risk displacement as key stakeholders in the research process, due to a 

fragmentation and diversity of standards and methods. This fragmentation can partly be 

attributed to a focus by academics and practitioners on the discipline and profession of 

management (Blake and Mounton, 1976; Tisdall, 1982). This may also be associated with the 

statement that management research operates no single agreed ontological or epistemological 

paradigm (Tranfield and Starkey, 1998). The pace of knowledge production in this field 

continues to escalate (particularly in the area of leadership studies) and has resulted in a body 

of knowledge that is becoming increasingly fragmented and trans-disciplinary (Friedman, 

Durkin, Phillips and Voltsinger, 2000). 

Narrative reviews may contribute to this fragmentation, based on the `implicit, idiosyncratic 

methods of data collection and interpretation' (Tranfield, Denyer and Smart, 2002, p. 4). 
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Significant momentum from academics, practitioners, and Government has highlighted the 

need to re-evaluate the process by which literature reviews are conducted in management, in 

order to address these issues. It is possible to look to the medical community for inspiration as 

medical research has successfully addressed similar problems in its own field by the 

development of a system referred to as the systematic review process. This system has 

recently been adopted by the social sciences as a viable means of improving the quality of the 

literature review in management studies. This system synthesises research in a systematic, 

transparent and reproducible way and has been observed to significantly improve the efficacy 

of informed policy making, in the field of health and social care (Cook, Greengold, Ellrodt 

and Weingarten, 1997; Cook, Mulrow and Haynes, 1997; Wolf, Shea and Albanese, 2001). 

The Systematic Review 

A systematic review differs from a traditional narrative review by allowing a systematic, 

transparent, reproducible process -a detailed technology - to take place. This process reduces 

bias throughout the selection of documents in the literature review process, by allowing a 

comprehensive evaluation of published and unpublished studies by 

using a defined criterion that outputs a specific audit trail of 

the reviewers' decisions, procedures and conclusions 

(Tranfield, Denyer and Smart 2003, p. 209). 

Undertaking a systematic review is regarded as a `fundamental scientific activity' (Mulrow, 

1994, p. 597). The systematic review identifies key scientific contributions to a question or 

field. An associated research method such as meta-analysis then offers a statistical procedure 

for synthesising the findings and outcomes of the review. When multiple organisations use 
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the systematic review process, it automatically allows dissemination and collaboration of 

research, as the research process undertaken is standardised and fragmentation is minimised. 

The systematic review and its associated procedure, meta-analysis, have been developed over 

the last decade and now play a major role in evidence based practice. Meta-analysis is a 

procedure whereby data from clinical trials is aggregated to produce one study that is larger, 

and therefore more conclusive and significant than a simple comparison of studies would 

allow. The use of meta-analysis in the social sciences can be inappropriate, however, as 

unlike medical trials, results obtained in narrative reviews can produce less specific outcomes 

that are difficult to aggregate. An associated lack of homogeneity can also be compounded by 

the use of testing instruments that lack validity. This has led to the development of meta- 

synthesis, an alternative procedure that addresses these concerns and enables use of the 

systematic review procedure in social science research. Meta synthesis is discussed in more 

detail in the Data Synthesis section, later in the chapter. 

It can be observed that the systematic review process has migrated from the medical field to 

other disciplines. For example, in 2001, the Economic and Social Research Council (ESRC) 

funded the establishment of the Evidence Network; a network of multi-disciplinary centres 

dedicated to the improvement of the evidence base for policy and practice in social sciences. 

Application of specific principles of the systematic review to the field of management 

research may counteract bias in the document selection process, as it makes explicit the 

values and assumptions that underpin the review process. By enhancing the legitimacy and 

authority of the evidence gathering process, systematic reviews allow practitioners and policy 

makers to obtain a reliable knowledge base upon which to formulate decisions and minimise 

fragmentation (Tranfield and Denyer, 2002). 
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Conducting a systematic review within the field of management may be referred to as a 

`pragmatic science', which `genuinely bears the hallmarks ofscientific rigour, but also 

engages a wider body of stakeholders in the knowledge 

production process, presents a set of formidable challenges 

for the management research community at this juncture 

(Hodgkinson, Herriot and Anderson, 2001, p. 46). 

However, specific criticisms of the systematic review must be acknowledged. It has been 

argued that the social sciences lack the large-scale, sophisticated databases characteristic of 

medicine which may detrimentally affect transferability of the research process to fields other 

than medicine. Additionally, it has also been suggested that search strategies are more 

difficult to construct for the social sciences than for medicine, because of the imprecision and 

fluidity of social science terminology and the variability of data indexing policies, which are 

not conducive to meta-analysis. Medical terminology and data indexing policies benefit from 

a convergence of ideologies, values and quality judgements that social science research 

cannot claim to have. It also rests with the skills of the researcher as to the quality of the 

critical analysis of literature unearthed by the study (Boaz, Ashby and Young, 2002), 

although this is a criticism that may be levelled at any literature review process. 

The fact that management research has tended to become dislocated from practice in terms of 

both agenda and recommendations is now well documented (Aram and Saliparte, 2000; Berry 

1995; Hodgkinson, 2005; Pettigrew, 1997; Pfeffer and Sutton 1999; Starkey and Madan, 

2001; Tranfield and Starkey, 1998; Van Aken, 2004; Van de Ven and Johnson, 2003; Wind 

and Nueno, 1998). The subsequent need to develop a management research method that is 

both theoretically sound and methodologically rigorous has consequently been identified by 

the British Academy (Starkey and Madan, 2001) and developed further in a special issue of 
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the British Journal of Management (Hodgkinson, 2001) of Management Foundation. This 

relevance gap (Starkey and Madan, 2001) has been framed as 

a knowledge transfer problem, as non-derivative kinds of 

knowledge, and as a knowledge production problem (Van 

de Ven and Johnson 2003, p. 2). 

Table 3.1 compares the key differences between a systematic review and traditional review. 

i Table 3.1 A comparison of Systematic Reviews and Traditional Reviews 

Good quality systematic reviews Good quality traditional reviews 
Deciding on review question Start with clear question to be May also start with clear question to 

answered or hypothesis to be tested be answered, but they more often 
involve general discussion of 
subject with no stated hypothesis 

Searching tor relevant studies Strive to locate all relevant Do not usually attempt to locate all 
published and unpublished studies relevant literature 
to limit impact of publication and 
other biases on behalf of the 
reviewer 

Deciding which studies to include Involve explicit description of what Usually do not describe why certain 
and exclude types of studies are to be include d studies are included and others 

to limit bias on behalf or reviewer excluded 
Assessing study quality Examine in systematic manner Often do not consider differences in 

methods used in primary studies, study methods or study quality 
and investigate potential biases in 
those studies and sources of 
heterogeneity between stud), results 

Synthesising study results [lase their conclusions on those Often do not differentiate between 

studies which are most methodologically sound and 
Inethodolo'ical l' sound unsound studies 

(Source: Adaplec/ from Pettigrew, 2001) 

Pettigrew (2001) identifies the fact that systematic reviews begin with a clear question or 

hypothesis, rather than a general discussion. The systematic procedure allows the reviewer to 

attempt to locate all relevant studies, and as the procedure outputs a clear audit trail, it is 

possible to identify if the review has omitted any key studies. This may be a function of time 

and the review can be conducted after twelve months, for example, to identify any new 

contributions to the field, whereas this would be significantly more difficult with a narrative 

review. The auditable nature of the systematic review lends itself to a transparency in the 

decision making procedure: that is, clear evidence and justifications exist for the inclusion or 
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exclusion of each research study referenced in the review. The reasons for exclusion of 

documents in a narrative review are not explicitly acknowledged and the researcher is not 

held accountable for specific decisions made during this process. Arguably, this makes it 

more difficult to ascertain the extent to which the researcher has objectively conducted the 

literature review, as there is no transparency in the decision making process. 

Data Synthesis 

Two interpretive and inductive methods, realist synthesis and meta-synthesis have been 

developed to adapt the systematic review for social sciences research and to address the 

concerns that meta-analysis does not meet the methodological needs of social sciences 

research. Meta-synthesis can be used to 

identify the theories, grand narratives, generalizations, or 

interpretive translations produced from the integration or 

comparison of findings from qualitative studies 

(Sandelowski, Docherty and Emden, 1997, p. 366). 

Unlike meta-analysis, meta-synthesis is not limited to synthesising strictly comparable 

studies, but instead constructs ̀interpretations, not analyses, and revealing the analogies 

between accounts' (Noblit and Hare, 1988 p. 8). Meta synthesis takes into account 

all important similarities and differences in language, 

concepts, images, and other ideas around a target experience. 

(Sandelowski, Docherty and Emden, 1997, p. 369). 

Based on this argument, it appears that the systematic review is more appropriate and able to 

meet the rigorous demands of management science than the traditional narrative review, as it 
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lowers subjectivity and bias in the selection of literature. It also enables accurate replication 

of research, due to the highly auditable and transparent nature of the decision making process. 

Thus, employing a systematic and reproducible approach to this area of research adds 

credence to the study. Thus, the systematic review process will be utilised for this research 

study in place of the traditional narrative review. 

The systematic review employed in this research identified key themes that are discussed in 

further detail in Section Two below. 

Reporting Themes in the Literature: Outcomes ofMeta-Synthesis 

As outlined in the previous chapter, the purpose of the systematic review was to identify the 

skills that the corporate sector believes an individual must possess, in order for effective 

corporate performance to occur. 

Meta synthesis of selected literature identified five key themes, which, in combination, allow 

an understanding of the `sport business metaphor'. The themes are: 

1. The `sport business metaphor' 

2. Identification of Skills Required for Effective Corporate Performance 

a. 

b. 

C. 

d. 

e. 

f. 

3. Leader 

Communication Skills 

Vision 

Achievement Motivation 

Ethics 

Empathy 

Change Management 

ship 
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4. Transformational leadership 

a. Charisma 

b. Inspirational motivation 

c. Individual consideration 

d. Intellectual stimulation 

e. Emotional intelligence 

f. Cultural issues affecting transformational leadership 

g. Developing transformational leadership 

5. Measuring Transformational Leadership: Multi-Factor Leadership Questionnaire. 

The `Sport Business' Metaphor 

The first theme that emerged from the literature was evidence of a positive connection 

between the sport and business environments, at least in terms of the perceptions and beliefs 

held by the corporate sector. It appears that a common perception, or myth exists, purporting 

that sport provides something positive and/or relevant to the corporate sector. This concept is 

represented extensively in the professional literature, but not in academic literature. Very 

limited academic research has been conducted in this area by Jones (2001) that directly 

addresses existence of a positive link between sport and business environments (Jones, 2001). 

One study in the area of transferability of sport skills to other environments has also been 

identified (Petitpas, Danish, McKelvain, and Murphy, 2001). 

The use of sport metaphors and analogies, including sport images in business articles, sport 

phrases in business article text and/or title (Brewer, 1992; Dumaine, 1989; Howell, 1991; 

Lansing, 1989; McNutt and Wright, 2002; Riley, 1993; Oliver, 2001; Weinberg and 

McDermott, 2002; Yager, 1993) and interviews with sport coaches in management journals 

concerning leadership and team issues (Auerbach and Webber, 1987; McNutt and Wright, 
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2002; Oliver, 2001; Parcells, 2000) all constitute strong, anecdotal evidence of the way in 

which business looks enthusiastically to sport for inspiration. 

Elite athletes and coaches often endorsed the possibility of a positive link between sport and 

business (Holtz, 1998; Jackson, 1995; Parcells, 1995; Pitino, 1997; Shanahan, 1999). For 

example: 

One area to look at for some ideas is the sporting world. 

Presidents of companies or managers of departments are 

acting as coaches of a team and their players are 

employees. The time frame in which the game is played 

has been compared with ones weekly, monthly or at the 

year-end. For example the playing field could be the office 

or sales area (McMcNutt and Wright, 1995, p. 27). 

Similarly Jones (2002, p. 268) stated 

my experience is that the principles of elite performance in 

sport are easily transferable to the business context. 

Jones (2002, p. 268) directly compared the role of the sport coach and corporate manager, 

citing `enormous commonality among the issues, challenges, and subsequent approaches' 

amongst CEO's of blue chip companies and head coaches of national teams. He viewed sport 

as providing a mind-set of positioning performance above all else. 

Use of sport analogies and references are often used in corporate discussion. For example, in 

discussing the success of Ken Chenault, former CEO of American Express Co, sport ability 

was identified, although this was clearly not a direct requirement of business performance. 

Whigham-Desire (1999, p. 73) noted that 
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Reserved yet outgoing in nature, the Harvard trained lawyer 

has always been a team builder with a knack for drawing out 

the best in others-whether it be on the football field, at a 

fundraiser or in the boardroom. And his unwavering self 

confidence has enabled him to tackle the tough corporate 

assignments that make or break executives. 

The Harvard Business Review regularly used sports analogies and metaphors in its text and 

illustration of articles. For example, in an article discussing the discipline of building 

character, mixing sport and business references was evident, both in textual terms and in the 

accompanying illustration of business persons on the sport field. 

If Walters didn't have her eye on Adario's job before 

McNeil was fired, she probably did afterward: top 

management seemed to like her take-charge style. Whereas 

Adario was lobbing underhand softball pitches, Walters 

was playing hardball. 

(Badaracco, 1998, p. 121) 

A growth in the emergence of performance consultancies that employ former athletes to act as 

consultants and speakers to corporations, arguably provides additional evidence of the 

positive perceptions that the corporate sector holds toward sport. Pat Riley, a successful NBA 

coach, commanded a $20,000 speaking fee at corporate conferences and other events. Lou 

Holtz, historic Notre Dame American football coach and former NFL Coach of the Year, 

based a similarly successful post-sport career on the corporate belief of the positive and 

transferable values of sport (McNutt and Wright, 1995). 
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However, arguments that support the transferability of sports skills to business have been 

subject to criticism, based on the perceived differences in leadership style observed in 

coaches and managers (Spitzer and Evans, 1997). Such criticism is difficult to either 

corroborate or substantiate, as there is no empirical research upon which to base a judgement 

The argument against transferability of skills is based on the theory that sport uses an 

autocratic management style, whilst the corporate sector now requires a new type of 

leadership, but the literature does not reflect a dominance of autocratic managerial style in 

sport and potential transferability of sport skills to business may does not necessarily depend 

on coaching style experienced in sport. 

Today's managers... rarely find a similar dynamic because, 

unlike sports, business for the most part has left the 

command and control model (Spitzer and Evans, 1997, p. 

64). 

Hopkins and Kleiner (1993) discussed how to be an effective coach in business, focusing on 

four sport concepts that related most strongly to business: personality, motivation, teamwork 

and communication. Schenck (cited in Sanford, 1993) urged corporations to look to sport to 

achieve performance excellence, or world-class performance, in the following areas: creating 

a compelling vision, a clear definition of success, timely performance feedback, clear rules of 

play, valuing diversity, distribution, not delegation of decision making authority, individual 

and team initiative, motivation and a sound structure. Many of these skills or competencies 

are also identified and discussed in the following two themes. 

Smith (2005, p. 343) believed that becoming consciously aware of commonly used metaphors 

allows valuable insights into meanings that are not explicitly discussed and argued that when 

a negotiator becomes conscious of metaphor usage and meaning, more options would become 

available for intelligent exploration. 
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A metaphor operates covertly to gain tacit agreement on 

direction, means, and ends without full description or 

rationale. It constrains a discussion, focusing on certain 

concerns while masking others. 

A lack of empirical data and the associated need for further research was identified in the area 

of a link between sport and business environments (Rollins and Roberts, 1997, in Weinberg 

and McDermott, 2002). 

Identification of Skills Believed to be Required for Effective Corporate Performance 

The second theme to emerge is a trend amongst scholars and practitioners to identify skills, 

traits and/or competencies that are perceived necessary for effective corporate performance to 

occur. It can be noted that there is little consensus reflected in the literature regarding the use 

of terminology, in terms of what constitutes a skill, a trait or a competency. Therefore, the 

terms are used interchangeably in the reporting of this theme. 

Usually, skills reported in this theme are discussed in the context of managerial and leader 

performance. The following skills are identified as dominant in the literature: communication 

skills, vision, achievement motivation, ethics, empathy, effective change management, and 

leadership skills (specifically relating to transformational, transactional and charismatic 

leadership). Transformational leadership is included as a separate theme due to its dominance 

in the literature. 
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Skills 1: Communication Skills 

Enabling effective communication was identified as an important managerial skill, as it 

correlated positively with employee job satisfaction (Pincus and Rayfield, 1991; Richmond, 

Wagner and McCroskey, 1983). Pincus and Rayfield (1989, p. 94) argued that a `consistently 

strong and positive relationship' appeared between an employee's job satisfaction and an 

employee's perception of the manager's credibility, and with the quality of their 

communication with their manager. Communication was identified as a crucial skill for the 

successful CEO as outlined by Horton (1986): 

The communications process has become recognised by 

the CEO as absolutely critical to the accomplishment of 

his mission (Horton, 1986, p. 189). 

Horton and Reid (1991) reported perceptions by middle managers, who perceived the major 

weakness of top executives in their organisations to be poor communication. Gardner and 

Cleavenger (1998) argued that effective communication lay at the heart of the manager- 

subordinate relationship. Pincus and DeBonis (1994) reported that most leadership paradigms 

appeared to indirectly refer to communication when identifying important skills. 

Communication was also reported as the most commonly discussed issue in a study of highly 

successful managers and coaches (McNutt and Wright, 1995). 

Skills 2: Vision 

Vision emerged strongly as a theme in the literature and also will be discussed at length later 

in the chapter as a feature of Charisma. Hackett and Spurgeon (1998) identified the need for 

modern leaders to have the ̀ vision thing', which was defined as an ability to lift themselves 

and their organisations above regular everyday life, and articulate a better future. Although 
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the usefulness and role of vision was discussed in the literature, the term is rarely defined. For 

example, Snyder and Graves (1994, p. 3) discussed vision in terms of its effects, not its 

meaning, but they did offer an interpretation of what it meant to leaders. 

For leaders a vision is not a dream, it is a reality that has 

yet to come into existence. Vision is palpable to leaders; 

their confidence in and dedication to vision are so strong, 

they can devote long hours to cover many years to bring it 

into being. In this way, the vision acts as a force within, 

compelling the leader to action. It gives the leader purpose 

and the power of the vision and the leaders. 

Charlotte Beers, CEO of Ogilvy and Mather Worldwide, Kevin Jenkins, CEO of Canadian 

Airlines Intl. Ltd, Arthur Martinez, CEO of Sears, Roebucks and Co. all considered vision to 

be extremely important to a company, when asked to identify what made a company 

successful (Bemowski, 1996). Bennis (1990) further identified the importance of vision by 

saying that 

while leaders come in every size, shape and 

deposition... every leader I talked with shared one 

characteristic -a concern with a guiding purpose - an 

over-arching vision (Bennis 1990, cited in 

Chakraborty, 1995, p. 155). 

Vision, articulation and communication were referred to as characteristics of the successful 

leader (Bennis and Nanus, 1985) and as the most important factors in predicting leadership 

effectiveness (Bass, 1990; Bycio et al, 1995; Simons, 1993). Vision was also discussed as a 

means of enhancing performance. 
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Visions have the power to lift employees from the 

monotony of their daily world and put them into a new 

world full of opportunities and challenge (Snyder and 

Graves, 1984, p. 3). 

West Virginia University Hospitals (Horstman et al., 1998, p. 24) reported that their 

commitment to improving organisational culture involved development of a transformational 

leadership programme and the need to `find heroism in everyday work'. Giampetro-Meyer, 

Brown, Browne and Kubasek (1998) observed that transformational leaders appeared to be 

most successful in inspiring their followers when their vision was tremendously strong and 

they demonstrated absolutist behaviour. Warren Bennis stated that `leadership courses can 

only teach skills. They can't teach character or vision and indeed they don't even try' (cited 

in Chakraborty, 1995, p. 155). Bennis was effectively stating the importance of vision, whilst 

also suggesting it too was a neglected concept in leadership training. Hackett and Spurgeon 

(1996) also discussed the need for employees and managers to share the same organisational 

vision, and for managers to act in a way that consistently reflected this vision. 

Skill 3: Achievement Motivation 

McClelland and Burnham (1978) studied managers of US corporations and reported 

achievement motivation and the need for power as the most important factors in achieving 

managerial success. Achievement was a stronger motivator than power for the most 

successful managers, although power was still a significant factor. The need to be liked by 

subordinates was not a strong motivator for successful managers, but was the highest 

motivator amongst underperforming managers. 

65 



Skill 4: Ethics 

Ethics and related issues of integrity, trust and morality emerge strongly as a skill, or trait. 

Gottlieb and Sanzgiri (1996) reported that leaders who exhibited integrity were more likely to 

facilitate open, honest communication than those that do not exhibit integrity. Carlson and 

Perrewe (1995) similarly emphasised behavioural integrity as a necessary precursor to 

successful leadership. 

Ethical reasoning was found to be a positive predictor of executive effectiveness (Jurkiewicz, 

1998) in a study of non-profit organisations. Ethical behaviour within all levels of an 

organisation has been attributed to the perceived ethical standards of organisational leaders 

(DeGeorge, 1986; Robin and Reidenbach, 1989). The leaders' position of power is effectively 

seen to allow them to reward or punish those subordinates that adhered or rejected the value 

systems and codes of the organisation (Morgan, 1986, in Jurkiewicz, 1998). Gillespie and 

Mann (2000) observed that successful executives exhibit significantly higher preferences for 

principled ethical reasoning than less successful executives. Barker (2001, p. 491) similarly 

identified the role of ethics in leadership as 

the process of transformative change where the ethics of the 

individual are integrated into the mores of a community as a 

means of evolutionary social development. 

Skill 5: Empathy 

In a study of retail sales buyers, empathy was identified as an extremely important skill: sales 

representatives who listened effectively and demonstrated an understanding of the needs of 

customers achieved and exceeded sales figures more frequently than those who did not 

(Pilling and Eroglu, 1994). Flexibility, or the ability to interact successfully with individuals 
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with markedly different personality traits, was observed to denote leadership success or 

failure (Merrill and Reid, 1981). In a study of what made executives successful, McCall and 

Lombardo (1983) identified the inability to adapt to individuals with different styles as a 

major contributor to failure of leadership in organisations. 

Skill 6: Change Management 

Creating a climate for change was regarded by Edwin Artzt, retired CEO of Proctor and 

Gamble Co., as an ability of a successful CEO. This need to facilitate or commit to change 

was also identified by Beers, Jenkins and Martinez (Bemowski, 1996). The ever increasing 

complexity of the social world, the explosive growth of the technological sector, growing 

social demands and decreasing natural resources were all acknowledged as key factors facing 

today's leaders (Bennis, 1989; Talbot, 1992; Smith, 1995; Waterman, 1987, in Bennis and 

Nanus, 1985). A need to identify leadership talent and creative energy able to deal with these 

new demands was perceived to be of tantamount importance; changes in funding and political 

environments have led to a climate where executives need to be able to anticipate, influence 

and control events to ensure success or prevent failure, in a way that was not required of 

previous generations of managers (Ainsworth-Land, 1997; Strange and Mumford, 2002; 

Peters and Waterman, 1982; Woodman and Hardy, 2000). The ability to meet these demands 

was seen to involve the fostering of a supportive environment where innovation and the 

ability to take calculated risks were encouraged. 

Organisational policy needs to support an understanding 

and appreciation of the maverick who is willing to take 

unpopular decisions, who knows when to reject the 

conventional wisdom, and who takes reasonable risks 

(Bass 1990, p. 19). 
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Red Auerbach (Auerbach and Webber, 1987) former coach and general manager of one of the 

most successful sport franchises in US history - the Boston Celtics - similarly espoused the 

importance of managing change, and discussed the role of integrity in this process. Integrity 

was viewed as a means of generating feelings of stability in an essentially unstable 

environment and in doing so, maximised performance and motivation and minimised player 

turnover. 

You see, in sports you have so many things that aren't 

expected. There's so much uncertainty. So when players 

find themselves in a situation where management has a 

great deal of integrity and they can depend on my word or 

anyone else's word in the organisation, they feel secure. 

And if the players feel secure, they don't want to leave 

here. And if they don't want to leave here, they're going to 

do everything on the court they can to stay here (Auerbach 

and Webber, 1987, p. 87). 

Barker (2001) defined the role of the leader as distinct from that of a manager, where the 

former sought to manage change, whereas the latter sought to retain stability. Leading 

management theorists (Agor, 1983; Vecchio, 1997; Young, 1986) identified the following 

skills (competencies) as managerial skills: conceptual skills (to see the organisation as a 

whole as well as its separate parts), human relations skills (ability to work with others), 

technical skills, negotiation skills, political skills (to use power of persuasion to obtain 

preferred outcomes) and analytical skills. These skills conveyed the idea that an effective 

management team will foster an environment that is able to `cope with complexity' (Kotter, 

1990, p. 104). 
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Leadership 

The most prominent theme to emerge from the literature is leadership. This competency is 

discussed at great length, in three ways. Firstly, it is presented as a competency, skill or trait, 

secondly, as a concept distinct from management and thirdly, as ̀ self leadership. ' 

The study of leadership has undergone a transition throughout the last century, beginning with 

the `great man' paradigm that defined a leader as an individual in possession of extraordinary 

qualities (Popper, 2000). This paradigm was based on the notion that such qualities were 

innate characteristics, inborn to the individual, which could be measured. In the 1940s, 

Stogdill (cited in Bass, 1990) reviewed 124 leadership studies in a bid to identify the traits or 

characteristics that might distinguish a leader from others. Many findings could be seen to 

contradict each other and this led to adoption of the situation approach and contingency 

models originally developed by Fielder (1967), Reddin (1967), Vroom and Yetton (1973) as 

cited by Bass (1990). This led to a common conceptualisation of leadership in terms of the 

interaction between leadership and situational variables. Subsequent criticisms of the `leader 

centric' approach (Lord, Foti and De Vader, 1984; Meindl, 1995; Meindl, Ehrlich and 

Dukerich, 1985) attempted to identify the followers' perceptions of the leader, rather than 

measuring the leaders' perceptions of their own leadership ability. 

Academic literature on leadership is extensive (Avolio and Bass, 1988; Avolio et al., 1988; 

Bass, 1985,1990; Bass and Avolio, 1990; Bass et al., 1997; Bass and Yammarino, 1988; 

Bontis, 1995; Burns, 1978; Hampton et al., 1986; Howell and Frost, 1989; Howell and 

Avolio, 1993; Schul et al., 1983; Yammarino and Bass, 1990, Yukl, 1981; Yukl and Van 

Fleet, 1982). British CEO's identified leadership as the most important contributory factor to 

organisational success (Smith, 1997) and it remains a factor that is perceived to separate 

successful companies from unsuccessful ones (Hersey and Blanchard, 1988). The importance 
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of leadership to the success of non-profit organisations was also identified (Jurkewitz, 1998; 

Drucker, 1990). 

Leadership research generally focuses on the frequency of leadership behaviours, as opposed 

to leadership skills (Shipper, 1998; Van Velsor, 1993; Yukl, 1994). Leadership was often 

reported as a highly desirable skill in a variety of contexts or roles, such as executive (Sentell, 

1998), senior manager (Bemowski, 1996) or athletic director (Davis, 2002). Shipper (1998) 

reported that for a leader to be effective, a combination of structuring skills, interpersonal 

skills and/or pressuring skills were required. Other research reflected the suggestion that 

managers need to develop a complete set of leadership skills to be effective (Shipper and 

Wilson, 1992; Whetten and Cameron, 1995). 

A dominant model of leadership emerged clearly from the literature: transformational 

leadership, which is related to transactional leadership and charismatic leadership (combined 

in Bass' Full Range Leadership Model (Bass, 1985). References to the Kouzes and Posner 

Model of Leadership (1988) also emerged and correlated closely with transformational 

leadership behaviours (Table 3.2). 

i Table 3.2 Emergent Models of Leadership 

Translbrmational Leadership (Bass, 1999, 
9) 

Kouzes and Posner (1989) 

Charisma Inspiring a shared V ision, 
Modelling the way 

Inspirational Motivation Encouraging the heart 

intellectual Stimulation Challen gin the process 
Individual Consideration Enabling others to act 

the first model in Table 3.2 is transformational leadership, which is discussed in Further 

detail later in the chapter, alongside related models such as charismatic, transactional and full 
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range leadership. The second model is the Kouzes and Posner Model (1988), which identifies 

five leadership processes: 

" challenging the process in which leaders search for opportunities to change the status 

quo, look for innovative ways to improve the organisation and take risks; 

" inspiring a shared vision. Leaders passionately believe that they can make a 

difference and communicate a strong vision; 

" enabling others to act. Leaders encourage team spirit, foster a climate of mutual 

respect and create an atmosphere of trust; 

" modelling the way. Establishing ethical rules and acting as a role model, managing 

change) and 

" encouraging the heart. Giving recognition for the unique contribution that each 

individual makes. The concepts of vision and ethics are central to both models. 

The literature reviewed identified not only the importance of leadership, but also the need to 

differentiate leadership from management. A consensus amongst scholars to separate the 

concepts of management and leadership, for the purpose of developing future research 

agendas and addressing these perceived organisational challenges was evident (Adler, 1991; 

House, 1995; Kanungo and Mendonca, 1996; Zaleznik, 1990, in Bass, 1999). Nicholls (1987, 

in Bass, 1999) discussed the role of the manager as one that involves traditional activities 

such as planning, whereas a leader is more concerned with understanding how people are 

thinking and feeling. 

Management can get things done through others by the 

traditional activities of planning, organising, monitoring and 

controlling - without worrying too much what goes on inside 

people's heads. Leadership, by contrast, is vitally concerned 

with what people are thinking and feeling and how they are 
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to be linked to the environment, to the entity and to the job 

(Nicholls, 1987, p. 21). 

The `new leadership school' (Bryman 1992, p. 191) of the 1980s further accentuated a need 

for this distinction, forming what is now essentially a new paradigm of leadership theory 

(Bass, 1985; Bennis and Nanus, 1985; Conger and Kanungo, 1987; Kotter, 1988; Kouzes and 

Posner, 1987; Peters and Waterman, 1982; Tichy and Ulrich, 1984, in Bennis and Nanus, 

1985). Kotter (1988, in Bennis and Nanus, 1985) argued that leadership was concerned with 

activities that produce `constructive or adaptive change', whereas managers produce 

`consistence and order'. Ken Chenault, previous CEO of American Express Co. achieved 

success through this type of strong leadership in the face of a difficult and competitive mid- 

1990s financial market (Whigham-Desir, 1999), attributed partly to his courage to believe in 

his own convictions, and his ability to inspire others to follow his beliefs (Whigham-Desir, 

1999). 

Significant attempts were made by organisational behaviourists (e. g. Burns, 1978; Gardner 

1989; Zaleznik, 1977, in Bryman, 1992) to distinguish between management and leadership. 

Zaleznik (1977) offered an early conceptualisation of the differences between management 

and leadership, arguing that each requires separate and distinct skills. Management skills were 

identified as creating order and consistency in an organisation, through planning, organising, 

staffing and controlling activities. Leadership skills were identified as those that influence the 

behaviour of employees, in an effort to attain organisational goals and objectives in a given 

situation (Hersey and Blanchard, 1988; Kotter, 1990; Zenger, 1985, in Bryman, 1992). Table 

3.3 provides a basic comparison of the characteristics that identified management and 

leadership as distinct concepts, according to leading management theorists. 
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> Table 3.3 A Summary of Basic Characteristics That Identify Management and 
Leadership as Distinctive Variables 

Management 
`Working with and through individuals or 
groups to accomplish organizational 
goals' (Hersey and Blanchard, 1988, p. 3) 
Blanchard, 1988, p. 3) 
Doing things right (Bennis and Nanus, 191 
Coping with complexity (Kotter, 1990) 
Being reactive 
Focusing on structure (Bennis, 1989) 
Short range perspectives (Bennis, 1989) 
Accepting the status quo (Bennis, 1989) 
Making "decisions based on established 
directions" (Bellman, 1988, p. 40) 

(Source: Adapted from Bryman, 1992) 

Leadership 
`The process of influencing the activities of 
an individual or group in efforts toward goal 
achievement in a given situation' (Hersey and 

5)Doing the right things (Bennis and Nanus, 1985) 
Coping with change (Kotter, 1990) 
Being proactive 
Focusing on people (Bennis, 1989) 
Long range perspectives (Bennis, 1989) 
Challenging the status quo (Bennis, 1989) 
Making "decisions based on an envisioned 
future" (Bellman, 1988, p. 40) 

Soucie (1994, p. 3) was the first scholar to recognise the importance of leadership in sport 

management research, suggesting an integrative approach: `managerial leadership ; that 

recognises the qualitative difference and interdependence between the two concepts. Weese 

(1994, p. 180) explored the dynamics of 'transactional and transformational leadership', 

defining the former as a managerial concept and the latter as a leadership concept. 

'Modern' leadership theorists (Hickman, 1997; Kotter, 1988; Yukl, 1994, in Bryman, 1992) 

argued that an individual can be both manager and leader. Intercollegiate athletic 

commissioners were observed to achieve higher levels of success when both management and 

leadership skills were elicited (Quarterman, 1998). In a similar study, Donnelly and Skinner 

(1989) observed US banking leaders and identified that the greatest success was achieved by 

those who exhibited both managerial and leadership ability. A related need to develop teams 

and teamwork, develop individual talent, foster and sustain a readiness for change, and share 

power were identified by the study. Boyd and Taylor (1998) argued that the demands of the 

new global marketplace called for managers with skills other than those defined by traditional 

models; namely, anticipatory skills, visioning skills, value-congruence skills, empowerment 

skills and self-understanding: essentially, managers who exhibited a profile closer to that of a 

leader, than a manager. 
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Lack of corporate success was attributed in the literature to too much process driven 

management and not enough leadership talent (Bennis and Nanus, 1985; Kotter, 1990). For 

example, difficulties in corporate banking were attributed to half a century of business 

conducted in a sheltered and predictable environment, leading to the selection of leaders who 

subsequently lacked the skills necessary to deal with a contemporary de-regulated 

environment (Brannigan and DeLissor, 1993; Meechan, 1992, in Bennis and Nanus, 1985). 

Kotter (1990, p. 103) stated that 

Leadership by itself never keeps an operation on time and on 

budget year after year. And management by itself never 

creates significant, useful change. Management produces a 

degree of consistency and order, while leadership produces 

movement. 

Zaleznik (1977, p. 67) believed that managers were usually concerned with `how things get 

done'; whereas leaders were concerned with `what things mean to people', but that the two 

concepts were complementary. Bryman (1992) identified a distinction between `traditional' 

(process driven) theories and 'modern' management and leadership theories. `Traditional' 

managerial theories were criticised for conflicting with modern observational studies of 

successful managers. For example, Mintzberg and Quinn (1991) identified the successful 

manager as one who focused on activities that would have been classified as irrelevant or 

unimportant by `traditional' models as suggested by Kotter (1990, p. 103). 

Leadership by itself never keeps an operation on time and on 

budget year after year. And management by itself never 

creates significant, useful change. Management produces a 
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degree of consistency and order, while leadership produces 

movement. 

`Traditional' management theories were also criticised for not taking globalisation and the 

dynamic nature of the modern marketplace into account (Bryman, 1992). 

Whilst executive skills, managerial and leadership competencies were identified in the 

literature, self reporting of traits was criticised for being egocentric and self serving (Dunning 

and Cohen, 1992; Dunning and McElwee, 1995; Dunning, Meyerowitz and Holdberg, 1989; 

Dunning, Perie and Story, 1991), with emphasis on the individual's own behaviours and 

attributes (Dunning et al. 1991). Heterogeneity of experience, demographics and functional 

backgrounds were also attributed to levels of success in managerial teams (Jackson, Stone and 

Alvarez, 1993), as it was seen to enhance the search for information and provide momentum 

for change and ultimately affects bottom line performance (Dutton and Duncan, 1987). 

Efficacy of self reporting of skills in leadership research is discussed in further detail later in 

the chapter. 

The third concept to be discussed under leadership is self leadership, or the ability to 

recognise one's own strengths and weaknesses (Drucker, 1990). It is argued that this 

knowledge is needed in order to effectively self-improve, and that feedback is required for 

this to occur. The ability to work well with others and appreciate the strengths and 

weaknesses of others was identified as an important personal skill for success in the 

workplace (Gabarro and Kotter, 1993). This relied on the knowledge of one's own skills and 

weaknesses (self awareness) and knowing how to adapt behaviour when dealing with 

different individuals. 

Based on the concepts of transformational leadership, Byrd (1987) proposed that the strategy 

and structure of business in America required a new kind of leader, who commanded a 
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different range of skills from those identified by prior management theories, based on the 

demands of modern commerce. These skills were identified as: empowerment skills, 

visioning skills, self-understanding, value-congruence skills, anticipatory skills and intuitive 

skills (Agor, 1983; Byrd, 1987). 

Transformational Leadership 

Transformational leadership is dominant in its presence throughout the literature, correlating 

positively across a diverse range of cultures and organisational settings and being linked to 

positive outcomes of subordinate, executive, managerial and leadership outcomes (Avolio and 

Howell, 1992; Avolio and Yammarino, 2002; Barling et al., 1996; Bass, 1998; Bryman, 1992; 

Bycio et al., 1995; Gardner and Cleavenger, 1988; Hater and Bass, 1988; Kelloway et al., 

2000; Lowe et al, 1996; Pillai et al., 1999; Podsakoff et al., 1996; Ross and Offermann, 1997; 

Shamir et al, 1998; Sosik and Godshalk, 2000). Over the last twenty years, much of the 

leadership research that has been conducted has concentrated on defining the characteristics 

and outcomes of transformational and charismatic leadership (Bass, 1985; Bass 1996; Bennis 

and Nanus, 1985; Sashkin, 1988; Tichy and Devanna, 1990). Bass introduced 

transformational leadership to organisational settings (Bass, 1985; Bass, 1986; Avolio, Bass 

and Jung, 1995) and subsequently, the concept of transformational leadership has been 

subject to substantial theoretical consideration and empirical investigation and support 

(Avolio et al., 1999; Bass, 1999; Lowe et al., 1996). 

Transformational leadership has been linked with employee attitudes such as affective 

commitment to the organisation (Barling et al., 1996; Bycio et at., 1995; Koh et at., 1995), a 

sense of fairness within the organisation (Pillai et at., 1999), trust in the leader (Pillai et al., 

1999; Podsakoff et at., 1996), enhanced satisfaction with both the job (Hater and Bass, 1988) 

and the leader (Hater and Bass, 1988; Koh et al., 1995) and lower levels of both job (Sosik and 
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Godshalk, 2000) and role stress (Podsakoff et al., 1996). Shamir et al (1993, p. 577) stated 

that 

transformational leaders cause followers to become highly 

committed to the leader's mission, to make significant 

personal sacrifices in the interests of the mission, and to 

perform above and beyond the call of duty. 

Moderate to strong links between aspects of transformational leadership and work 

performance were reported (Lowe et al., 1996), possibly due the ability of the manager to 

empathise with, and recognise the needs of, individual workers in order to enhance their 

performance. This may also explain similar observations made by Bryman (1992) and 

Gardner and Cleavenger (1988) that transformational leadership produces desirable outcomes 

in terms of subordinate satisfaction and assessment of the leaders' skills, as the leader was 

able to communicate with followers on an individual level (Avolio and Howell, 1992; Hater 

and Bass, 1988; Ross and Offermann, 1997). However, it was also reported that subordinate 

satisfaction does not necessarily equal maximum efficiency (laffaldano and Muchinsky, 1985; 

Ross and Offermann, 1997). There was some evidence that transformational leadership could 

be taught, producing statistically significant improvements in performance, following tailored 

training (Barling et al., 1996; Kelloway et al., 2000). 

Transformational leadership facilitates subordinates in achieving performance beyond 

expectations. This is evidenced through the presence of five behaviours, as defined by Bass' 

Model of Transformational Leadership (1985). The first two behaviours concerned the 

charisma of the leader, which is defined in two distinct ways. Attributed charisma relates to 

the self-confidence and assertiveness of the leader which engenders trust and respect from 

subordinates and idealised influence concerns the ability of the leader to actively promote 

their beliefs and vision. The third behaviour, inspirational motivation, relates to the ability of 
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the leader to convey high expectations for, and confidence in, subordinates. Intellectual 

stimulation involves the leader encouraging pro-active and creative problem solving. The fifth 

behaviour, individual consideration relates to the way in which the leader promotes 

interpersonal relations with, and the personal development of, each subordinate. Bass (1985) 

proposed that transformational leadership is a developed behaviour (Bass, 1985; Bass and 

Avolio, 1990). 

These individual transformational behaviours are now presented in more detail. 

Charisma 

Charismatic leadership (Conger and Kanungo 1987; House 1977; Shamir 1991) is the name 

given to leadership that is based upon the emotional bonds between followers and leaders. In 

frequently cited work, Weber (1946, p. 52) defined charisma by stating that 

People no longer obey customs or laws, instead, the 

followers submit to the imperious demands of a heroic 

figure, whose orders are legitimated not by logic, nor by 

the hero's place in ascribed hierarchy, but solely by the 

personal `power to command' of the charismatic 

individual. 

Charisma was defined as `an awe inspiring personality' (Stewart, Smith and Denton 1994, p. 

96) and an individual with charisma was defined as someone who can articulate what `others 

can as yet only feel or imagine, but cannot put into words or translate explicitly into action' 

(Burridge 1969, p. 155). Indirect references to charisma, or the power of a personality were 

also evident in the literature: `power many emanate from a manager's personality' 
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(Finkelstein, 1992, p. 510). Auerbach (Auerbach and Webber, 1987, p 85) discussed the 

importance of charisma-like qualities saying 

I don't believe in statistics. There are too many factors that 

can't be measured. You can't measure a ballplayers' heart, 

his ability to perform in the clutch, his willingness to 

sacrifice his offence or to play strong defence. 

Waldman et al (2001) identified key behaviours associated with charisma such as articulating 

a vision and sense of mission, showing determination, and communicating high performance 

expectations. This leads to a subordinate experiencing enhanced confidence in the leader, 

feeling positive in the leaders' presence and experiencing a high level of admiration and 

respect for the leader. Podsakoff et al (1990) argued that the trust, respect, vision and high 

performance expectations generated by the charismatic leader pushed subordinates to perform 

beyond expectations and accept organisational change. Oakley and Kruy (1991) further 

argued that not only did transformational leaders have vision, but they had the ability to get 

their employees to accept ownership of that vision as their own and to gain the commitment 

to carry that vision through to completion. Pawar and Eastman (1997 p. 82) also identified the 

importance of vision in transformational leadership. 

The transformational leader effects organisational change 

through the articulation of the leaders' vision, the 

acceptance of the vision by followers, and the creation of a 

congruence between followers self-interests and the vision. 

`Charismatic relations' were regarded as being grounded in emotion (Heifetz 1994; Shamir 

1991; Willner 1984). Charisma was used to describe a diverse range of leader figures, in 

politics (Adolf Hitler, Benito Mussolini, Franklin Roosevelt), religion and religious cults 
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(Jesus Christ, David Koresh), social movements (Mahatma Ghandi, Malcolm X), athletes 

(Muhammad Ali) and business (Lee Iacocca, Lou Gerstner, Richard Branson). 

Support for the importance of charisma at the CEO level was evident in the literature (Bass, 

1985; Hambrick and Finkelstein 1987; Yukl 1998). The charismatic leader was reported to 

successfully 

obtain success by vividly articulating a transcendent goal 

which clarifies or specifies a mission for followers and 

which communicates values that have ideological 

significance for them (House, 1977 p. 189). 

It was observed that, by simultaneously communicating high performance expectations, 

charismatic leaders enhance followers' motivation and performance in support of the 

articulated goal (House, 1977; Smith, 1992). The notion of vision appeared central to the 

concept of charisma (Bryman, 1992). Giampetro-Meyer (1998) believed that a tremendously 

strong vision is required in successful leadership and that the leader needed to demonstrate an 

absolute commitment to, and conviction in, this vision in order to succeed. Charismatic 

leadership scholars consistently asserted that vision creation, articulation and communication 

are the most important factors in predicting leadership effectiveness (Bass, 1990; Bycio et al., 

1995; Simons, 1999). 

Charismatic leadership was reported to be most successful in times of uncertainty (Shamir et 

al. 1993; Trice and Beyer, 1986), as the vision and direction of the charismatic leader appears 

to create a source of psychological comfort for followers (Bass, 1985; Conger and Kanungo, 

1998). Yammarino and Bass (1991) similarly reported that charismatic leader traits are more 

likely to emerge in weak, rather than strong situations. Weak situations were characterised by 

a lack of norms, rules, guides, incentives and prior learning with respect to the enactment of 
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normatively appropriate behaviours. The work of early organisational theorists, which was 

often cited in the reviewed literature, identified the necessary interaction of the leader, 

follower and social structure in order for effective leadership to occur (Eisenstadt, 1968; 

Merton, 1975; Selznik, 1949; Weber, 1968). 

The terms ̀ charisma' and ̀ transformational leadership' were sometimes used interchangeably 

(Lievens, Van Geit and Coetsier, 1997), but a clear distinction can be drawn between them, 

with charisma forming a sub-dimension of transformational leadership (Bass, 1985; Bass and 

Avolio 1993). As a sub-dimension of transformational leadership, charisma was also referred 

to as ̀ idealised influence' and 'attributed behaviour' (Lievens, Van Geit and Coetsier, 1997). 

Charismatic and transformational leaders both exhibit charisma, but those who exhibit 

significantly higher preferences for ethical moral reasoning were found to be more successful 

(Gillespie and Mann, 2000). The theory of situational dependence of the charismatic leader 

was further substantiated by Waldman et al (2001) who used data from forty-eight Fortune 

500 companies to assess the potential of charismatic and transactional leadership as 

predictors of financial performance. It was observed that while charismatic leadership was in 

itself a predictor of improved performance, this only occurred in situations of uncertainty. 

The potential for the charismatic leader to exhibit unethical or immoral behaviour was 

conceptualised as the Hitler Effect, where leaders possessed charisma, but exhibit negative, 

dictatorial behaviour (Jacobsen and House 2001). This was also referred to as the `shadow 

side' of charisma (Conger and Kanungo, 1985, in Bass, 1985). Maccoby (2000, p. 69) 

suggested that many charismatic leaders were likely to be narcissists, overly sensitive to 

criticism, poor listeners, lacked empathy and exhibited both a distaste for mentoring and an 

intense desire to compete. He referred to the narcissist tendency as manifest in 
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people with an inordinately well developed self-image, in 

which they take great pride and on which they reflect 

frequently. 

Earlier, Howell and Avolio (1992) similarly theorised that charismatic leaders are capable of 

ethical and unethical leadership. Atwater et at. (1991) reported that charismatic leaders were 

perceived to be ethical, principled, and wholesome to a greater extent than non-charismatic 

leaders. The conceptualisation of charismatic in this context requires clarification; however, 

as Atwater appears to be referring to transformational leadership. This can be attributed to the 

fact that a leader with charisma and morality/integrity is more accurately described as a 

transformational leader, rather than a charismatic leader. Bass (1998, p. 171) identified the 

moral dimension that separates charismatic and transformational leadership. 

Leaders are authentically transformational when they 

increase awareness of what is right, good, important and 

beautiful, when they help to elevate followers' needs for 

achievement and self-actualisation, when they foster in 

followers higher moral maturity, and when they move 

followers to go beyond their self-interests for the good of 

their group, organization or society. 

The manner in which a leader employs charisma, in an ethical or unethical manner, is 

determined by whether the individuals' `power motivation' (need for power) is primarily 

personalised or socialised (McClelland, 1976, p. 159). Personalised leaders were 

conceptualised as authoritarian, exploitative, self-aggrandising, and orientated towards win- 

lose problem solving and conflict resolution, whereas socialised leaders were egalitarian, non- 

exploitative, altruistic and orientated towards win-win problem solving and conflict 

resolution. O'Connor, Mumford et al. (1995) carried out a quantitative and qualitative 
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analysis of leaders' biographies and historic documents and found that personalised leaders 

articulated a vision of an unsocialised world, and experienced childhood events that 

contributed to their belief that personal safety is achieved through domination. Conversely, 

socialised leaders demonstrated a belief that power is to be used as a method of empowering 

others, not as a method of dominance (O'Connor, Mumford et al., 1995). Kouzes and Posner 

(1992) identified the necessary interaction between charisma and ethical behaviour that must 

occur in order to evidence transformational leadership. 

Transformational leadership creates a circle of 

relationships and bonds which enriches all those connected 

together. Justice is served when such a state exists (Kouzes 

and Posner, 1992. p. 481, in Bass, 1985). 

Bass (1985) similarly identified that charisma alone was not sufficient to elicit 

transformational leadership in that 

charisma is a necessary ingredient of transformational 

leadership, but by itself it is not sufficient to account for 

the transformational process (Bass, 1985, p. 31). 

Inspirational Motivation 

Inspirational motivation leads follower's interests away from the self and towards the needs 

of the group 'influencing their followers to put the organisation before their own self 

interests' (Carlson and Perrewe, 1995 p. 829), where: 
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In communicating the vision and strategy, leaders also need 

to exhibit emotive aspects of themselves, which will inspire 

everyone to follow (Jones, 2002, p. 271). 

House and Chanoch (2001) acknowledged that transformational leaders have very high levels 

of referent power and some of that power comes from the need to influence others. 

Individual Consideration 

Individual consideration relates to the ability to empathise with an individual and tailor 

leadership style based on the specific needs of that individual to maximise performance. 

Shamir et al (1993, p. 577) stated that 

transformational leaders cause followers to become highly 

committed to the leader's mission, to make significant 

personal sacrifices in the interests of the mission, and to 

perform above and beyond the call of duty. 

A possible tendency for teams to select people with values that matched the organisational 

environment was identified (Chatman, 1991). Conflicting studies reported that diversity in 

teams may not always be desirable and could lead to high integration costs and high turnover 

(Milliken and Martins, 1996). Spitzer and Evans (1997) reported that leaders who 

demonstrate success in a sport or business environment all appeared to favour a contingency 

leadership style, and suggested the ability to individually tailor the managerial approach for 

each individual to facilitate performance. 
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Intellectual Stimulation 

Intellectual stimulation relates to the leader's ability to stimulate followers to be more curious 

and creative in thinking and problem solving (Doherty and Danylchuk, 1996; Weese, 1994). 

Bass (1998) stated that leaders solicit new ideas and solutions from followers, who were 

included in the decision-making process for this purpose. 

Later, Bass (1990) identified a similar need to develop an organisational policy that supports 

the individual in taking calculated risks, or challenging the accepted way of doing things in a 

bid to improve performance. For example, 

organisational policy needs to support an understanding and 

appreciation of the maverick who is willing to take 

unpopular decisions, who knows when to reject the 

conventional wisdom, and who takes reasonable risks (Bass, 

1990, p. 19). 

Clement (1994) identified the crucial role of the leader in facilitating risk taking and 

identified how this freedom allowed employees to take risks and find new ways of enhancing 

performance, without fear of punishment if the risk proved unsuccessful (Handy, 1991; 

Kanter, 1989; Snyder and Graves, 1994). Rick Pitino, a highly successful NCAA and NBA 

coach, encouraged risk taking as a means of enhancing performance. 

I let the players be creative, take chances and showcase 

their skill. I told them to just go out there and have fun. I 

encouraged looseness, and I gave them the freedom to take 

risks, because I didn't punish them for failure (Pitino, cited 

in McNutt and Wright, 1995, p. 28). 
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Transformational leadership was first distinguished from transactional leadership by 

Downton (1973). However, it was the work of Burns (1978) which first drew attention to the 

ideas associated with transformational leadership (Leithwood, Tomlinson and Genge, 1996). 

Bass (1985) operationalised the work of Burns (1978) by developing a model of 

transformational and transactional leadership, referred to in more recent publications as the 

'11,11 range leadership model' (Bass, 1985). The purpose of this Model was to build on the 

work of the theorists of the `new leadership school', who contended that an individual could 

be both manager and leader (Kotter, 1990; Yukl, 1994), and that these concepts were 

interdependent (Soucie, 1994). This Model provides a version of transformational leadership 

theory that has since generated the most confirmatory and replication research (Bass, 1985, 

1996; Avolio, Bass, and Jung, 1995). In this theory, transformational leadership, transactional 

and laissez-faire leadership were contrasted and their interdependence acknowledged . 

Avolio (1999) stated that a base of certain transactional behaviours, augmented by 

transformational leadership, will maximise positive leadership outcomes (Bass and Avolio, 

1997; Avolio et al., 1999). This is conceptualised as the `augmentation effect' (Bass, 1985) 

and forms the basis of the `full range model of leadership' which is has been summarised by 

the researcher in Table 3.4. 
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i Table 3.4 Bass' Full Range Model of Leadership 

Transformational leadership Transactional Leadership 
7tarisrna provides vision and sense of mission, instils Contingent R is or /: Contracts exchange of'rewards für 
ride, gains respect and trust efforts, promises rewards for good pertbrmance, 

recognises accomplishments 
7spiration: communicates high expectations, uses Management by Exception - active: Watches and 
 mbols to focus efforts, expresses important purposes searches for deviations from rules and standards, takes 
t simple ways corrective action 
uellectual Stimulation: promotes intelligence, Management by Exception - passive: Intervenes only if 
itionality and careful problem solvin standards are not met 
idividualised Consideration: gives personal attention, Laissez Faire: abdicates responsibilities, avoids making 
cats each employee individually. coaches and advises decisions 
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Ramsden (1999, p. 12-16) similarly espoused a leadership `tensions and balances' 

proposition, that viewed a transformational and transactional behaviours as interdependent. 

References to transactional behaviour were generally negative. Bass (1990, p. 23) noted that 

Most experimental research, unfortunately, has focused on 

transactional leadership, whereas the real movers and 

shakers of the world are transformational. 

A transactional leader operates within an existing system or culture (as opposed to trying to 

change them) by attempting to satisfy current needs of followers by focusing on exchanges 

and contingent reward behaviour, and by paying close attention to deviations, mistakes or 

irregularities and taking action to make corrections (Bass, 1985; Burns, 1978). Transactional 

leadership was conceptualised in the literature as constituting a series of exchanges and 

bargains between leaders and followers (Boehnke, Bontis, DiStefano and DiStefano, 2003). 

This is in contrast to transformational leadership that moves beyond this simple exchange to 

develop, intellectually stimulate and inspiring subordinates to transcend their own interests 

for those of the organisation. 

However, when combined with transformational leadership, the previously defined 

`augmentation effect' (Bass, 1985) is seen to occur. Contingent reward behaviour often 

correlated highly and positively with transformational behaviours (Bass and Avolio, 1999; 

Bycio, Hackett and Allen, 1995; Wofford, Goodwin and Whittington, 1998). This was 

explained by the fact that transformational and contingent reward behaviours both involve 

active and constructive leadership (Avolio and Bass, 1995; Bass and Avolio, 1993,1994). 

Contingent reward behaviour involves the leaders interacting with subordinates by rewarding 

efforts contractually, telling them what to do to gain rewards, punishing undesired action and 

giving extra feedback and promotions for good work (Lievens, VanGeit and Coetsier, 1997). 

A consistent honouring of agreements, as is the case with a contingent reward relationship, 
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was found to contribute to the high levels of trust and respect associated with transformational 

leaders (Shamir, 1993). 

Cultural Issues Affecting Transformational Leadership 

The transformational leadership behaviours discussed here were considered to be universally 

applicable to all cultures and organisational settings, despite their North American conception 

(Bass, 1991, p. 26). 

Although the model of transformational and transactional 

leadership may have needs for adjustments and fine- 

tunings as we move across cultures, particularly into non- 

Western, overall, it holds up as having a lot of universal 

potential. 

However, it is possible that culture mediates perceptions of leadership (Den Hartog, House, 

Hanges and Ruiz-Quintanailla, 1999, in Ardichvili and Kuchinke, 2002). Dominant 

leadership theories, such as transformational and charismatic leadership, are North American 

constructs and reflect Western ideology; and emphasise individualism over collectivism and a 

hedonistic, not altruistic motivation and democratic value orientation (Ardichvili, 2001). 

Cross cultural research showed that many cultures do not share the same cultural assumptions 

(Den Hartog, Van Muijen and Koopman, 1997). Jung, Bass and Sosik (1995, in Ardichvili, 

2001) hypothesise that transformational leadership is more effective in individualist cultures 

than collectivist cultures. For example, Elenkov (1998) performed a comparative study of US 

and Russian managers, and found that US managers were more individualistic than Russian 

managers. US managers also displayed a lower power distance (tolerance of inequality in 

business and social relationships) and lower uncertainty avoidance than their Russian 
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counterparts. Ardichvili, Cardozo and Gasparishvili (1998) identified a preference by Russian 

managers to make decisions individually, without consultation with managers or 

subordinates, and exhibited a preference for autocratic management. Research identified the 

high level of paternalism exhibited between Russian managers and their subordinates 

(Trompenaars, 1993). 

Den Hartog, House, Hanges et al. (1999, in Ardichvili and Kuchinke, 2002) studied 

leadership in sixty-two cultures and found that whilst different cultural groups were likely to 

have different conceptions of what leadership entailed, all positively associated 

transformational leadership behaviours with outstanding leadership. Ardichvili and Kuchinke 

(2002) reported findings that US managers scored significantly higher in measures of 

charisma and inspirational motivation than German managers. 

Emotional Intelligence 

The systematic review also indicated the existence of a link between transformational 

leadership and emotional intelligence. The expert panel added Emotional Intelligence (EI) as 

a keyword/key phrase, following its emergence in discussions that focused primarily on 

leadership. Thus, EI is regarded here as both adjunct and secondary to leadership, and is 

therefore reported here in the context of its perceived role in leadership. 

Emotional intelligence (EI) was perceived to positively bear a relation to skills identified as 

valuable in a manager, leader or employee (Bass 1990; Caruso, Mayer and Salovey, 1998, 

2000,2002; Dubinsky, Yammarino and Jolson, 1995; Goleman, 1998; Higgs and Dulewicz, 

1990; Lusch and Serpkeuci, 1990) as an important topic for occupational psychology and 

human resource management (Gardner, 1983; Goleman, 1995,1998; Salovey and Meyer, 

1990) and within the context of a potential positive link with transformational leadership 
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(Ashforth and Humphrey, 1995; Ashkanasy and Tse, 2000; Barling et al., 2000; Sosik and 

Megerian, 1999). 

Emotional Intelligence (Goleman, 1995; Dulewicz and Higgs, 1998; Salovey and Mayer, 

1990) was described by Goleman (1995) as: 

a set of abilities and attributes that enable accurate 

identification and monitoring of the self and others feelings 

and internal states, which is then used to guide cognition and 

behaviour (Goleman, 1995, p. 34). 

There is evidence that EI is positively linked to transformational leadership. Sosik and 

Megerian (1996) reported that leaders possessing high emotional intelligence were more 

likely to display transformational leadership ability and that emotion and relationship 

management allowed leaders to be more emotionally expressive, to inspire followers to 

achieve higher levels of performance and to put the needs of the team first. 

Sosik and Megerian (1996) reported a positive correlation between EI (self-awareness, self- 

motivation, relationship management and empathy) and transformational leadership. Ashforth 

and Humphrey (1995) observed a positive relationship between transformational leadership 

and the evocation, framing and mobilisation of emotions. Transactional leadership appears to 

be more dependent upon subordinates' cognitions, and tends to follow a rational model of 

motivation (i. e. motivate employees to achieve basic goals with the extrinsic rewards of pay 

and security). Ashkanasy and Tse (2000) defined transformational leadership as a 

management of emotion, clearly drawing a parallel between EI and Bass' conceptualisation of 

transformational leadership. 
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Some studies (Barling et al., 2000; Palmer at al., 2001) suggested that EI pre-empts and 

facilitates transformational leadership (Goleman, 1995,1998; Mayer and Salovey, 1997; 

Salovey and Mayer, 1990). EI was observed to correlate positively with charisma, 

inspirational motivation, individual consideration and contingent reward behaviours, 

however, the most significant positive correlations were observed with inspirational 

motivation. Duckett and McFarlane (2003) measured transformational leadership and 

emotional intelligence in a study of retail managers and concluded that transformational 

leadership and EI were positive predictors of success. 

Gardner and Stough (in Bass and Avolio, 2000) measured EI and transformational leadership 

using the Multi-Factor Leadership Questionnaire Form 5X and reported identification and 

understanding the emotions of others as the best predictor of charisma, individual 

consideration contingent reward, laissez faire and outcomes of transformational leadership 

(effectiveness, extra effort and satisfaction). Barling et al. (2000) and Palmer et al. (2001) 

similarly reported that leaders who scored highly in contingent reward behaviour also scored 

highly in EI. 

Developing Transformational Leadershi 

Literature reports that leadership and transformational leadership skills can be taught. 

Empirical studies conducted across military (Dvir, 1998), academic (Graustrom, 1986; Ryan, 

1989; Savin-Williams, 1979), sport (Dobosz and Beaty, 1999; Goldberg and Chandler, 1991; 

Pascarella and Smart, 1991; Snyder and Spreitzer, 1992) and corporate environments 

(McClelland and Boyatzis, 1982) reported positive changes in leadership ability following 

training. 
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Avolio and Bass (1998) studied subordinate ratings of community leaders immediately after 

transformational leadership training, and reported a significant increase in Inspirational 

Motivation and Intellectual Stimulation and a notable decrease in Management-by-Exception 

amongst the group. Barling, Weber and Kelloway (1996) reported positive increases in group 

commitment, performance and transformational leadership ability following tailored training. 

Statistically significant improvements occurred in transformational ability following tailored 

training (Barling et al., 1996; Kelloway et al., 2000). McClelland and Boyatzis (1982) 

reported similarly positive outcomes relating to an improved sense of responsibility, 

organisational clarity, team spirit and number of rewards received as a result of tailored 

training. 

Barling, Weber and Kelloway (1996) reported a positive increase in all transformational 

behaviours, particularly intellectual stimulation, following tailored training. Higher 

transformational behaviours were positively correlated with group commitment and financial 

outcomes. The ability to acquire transformational leadership behaviours through training were 

possibly mediated by explicit acknowledgement of the skills that were being developed. Bass 

and Avolio (2000) identified this possible necessity for training to be focused and targeted 

toward identification and development of specific skills. 

Significant improvements only occurred when leaders 

wanted to change, planned for it, learned how to 

accomplish it, and transferred that learning to the job (Bass 

and Avolio, 2000, p. 5). 

One way that transformational behaviours was reported to be learned through training, was by 

teaching the leader the value and ability to communicate a powerful motivational message 

such as `I know you can do it. This was reported to positively affect the self efficacy of 

subordinates, which inspired them to try harder and improve performance (Barling et al., 
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1996; Kelloway et al., 2000; Rosenthal, 1968). Parker (1998) further stated that 

transformational behaviours could be taught, by increasing the role breadth self efficacy of 

the leader. The role breadth self efficacy is the sense of confidence that individuals have in 

their ability to carry a broader and more proactive role, beyond traditional, prescribed 

technical requirements. 

Thus, transformational leadership training appeared to positively affect self efficacy of both 

the leader, which in turn produced a trickle down effect of enhanced transformational 

leadership ability from leader to follower. Rayburn et al. (2001) studied high-school students 

and similarly reported that the personality of the leader and the presence of peers mediated the 

extent to which leadership skills were acquired. Dobosz and Beaty (1999) attributed greater 

observed leadership ability in student athletes to exposure to a positive role model (coach, 

other players) and exposure to leadership roles (captaincy of the team). Kelloway, Barling and 

Helleur (2000) identified that the transformational leadership ability of the leader or role 

model mediated the transformational leadership ability of the student. This was explained 

largely by exposure of the student athlete to leadership role models (i. e. coaches) and frequent 

leadership responsibility within the team (e. g. team captain). 

Graustrom (1986) observed adolescent leaders and non-leaders, and identified leaders to be 

dominant in both physical and psychological dimensions. Adolescent leaders were observed 

to demonstrate higher levels of activity and aggression, to receive more positive feedback 

from adults and achieve more positive ratings by peers. Savin-Williams (1979) similarly 

reported adolescent leaders to be more athletic, self-confident, mature, intelligent and popular 

than their peers. According to the study, leadership, athletic ability and physical maturation 

were the most positive predictors of group status. However, a study of US collegiate athletes 

reported that athletes scored ̀ significantly lower' in educational and career plans than non- 

athletes (Sowa and Gressard, 1983 p. 236). Regardless of this, Ryan (1989) reported that 

participation in intercollegiate athletics was positively associated with increased leadership 
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ability and self esteem. This is consistent with other research on the positive effects of 

adolescent sport participation (Goldberg and Chandler, 1991; Snyder and Spreitzer, 1992). 

Athletic involvement was also observed to exert a positive effect on persistence, or tenacity 

(Astin, 1984). A longitudinal predictive study of US collegiate students (Astin, Green and 

Korn, 1987) found that collegiate athletic participation was found to be a significant predictor 

of heightened motivation to earn a college degree, interpersonal skills, leadership and 

satisfaction with the college experience. In frequently cited work, Le Compte and Rosenfeld 

(1971) discussed adolescence and leadership and also identified the notion of innate 

leadership ability: that leadership behaviour might be dictated by physical characteristics, or 

pre-empted by the presence of other skills or traits. For example, social skills were identified 

as positive determinants, predictors or influencing factors in the development of leadership. 

Adams (1982) found that social responses towards the more physically attractive, mature 

featured student were more positive than responses to less mature faced, less attractive 

individuals. Efran and Patterson (1974 p. 352) stated that candidates rated as `more 

attractive' in a Canadian election achieved the highest levels of election success. Mazur, 

Mazur and Keating (1984) similarly found that US military cadets with a `dominant 

appearance' were more likely to achieve promotion. Cherulnik, Turns and Wilderman (1990) 

reported that the `more attractive' and less ̀ baby faced' a student was, the more likely they 

were to become, or to be identified as leaders by their peers. Savin-Williams (1979) stated 

that individuals who displayed greater physical maturity were rated more favourably by their 

peers. 

Dvir (1998) found that Israeli Defence Force infantry platoon commanders elicited higher 

levels of transformational leadership ability following tailored training. Platoon infantrymen 

(subordinates of the trained commanders) demonstrated improved self-efficacy and team 

belonging following transformational training of their superior. 
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The next theme that emerged from the literature is the Multi-Factor Leadership Questionnaire, 

an instrument that has been developed to measure Full Range Leadership (Bass, 1985; 

Avolio, Bass and Jung, 1999; Den Hartog, Van Muijen and Koopman, 1997). This instrument 

measures transformational leadership and also allows observation of the interplay between 

these behaviours and the transactional ̀managerial' behaviours identified in Table 2.4. 

Measuring Full Range Leadership: Multi Factor Leadership Questionnaire (Form 5X) 

The MLQ is a questionnaire that measures transformational, transactional, and laissez faire 

leadership behaviours. References to other leadership questionnaires are extremely limited - 

in most cases instruments are discussed only once in the literature (The Revised NEO 

Personality Inventory, Costa and McCrae, 1992; the California Psychological Inventory, 

Gough 1987; the Leadership Behaviour Questionnaire, Sashkin 1996). 

The MLQ was originally based on Burns's (1978) description of transforming leadership and 

measures charisma, inspirational motivation, intellectual stimulation, individualised 

consideration, contingent reward, management-by-exception and laissez-faire leadership 

behaviours. There is consensus amongst scholars that leadership measures generally lack 

construct validity (Bycio, Hackett and Allen, 1995; Carless, 1998; Den Hartog, Van Muijen 

and Koopman, 1997; Tracey and Hinkin, 1998, in Avolio and Bass, 1985), and the MLQ was 

the only instrument that demonstrated stringent testing, analyses and revisions. Many 

critiques and comprehensive analyses of the MLQ have been performed, leading to 

subsequent revisions (Bass, 1985; Bass and Avolio, 1990,1993,1994; Bryman, 1992; Bycio, 

Hackett and Allen, 1995; Den Hartog, Van Muijen and Koopman, 1997; House and 

Podsakoff, 1994; Hunt, 1991; Waldman, Bass and Einstein, 1987; Yammarino and Bass, 

1990; Yukl, 1994, in Avolio and Bass, 1989) and stringent tests of the underlying factor 

structure of the instrument (Bollen, 1989; Joreskog and Sorbom, 1989; Long, 1983, in Avolio 
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and Bass, 1999). Confirmatory factor analysis was used to test the original MLQ proposed by 

Bass (1985), which indicated that MLQ research is most the useful instrument for measuring 

transformational leadership, when combined with other research procedures, such as 

interviews. 

Lowe, Kroeck and Sivasubramaniam (1996) performed thirty-three independent empirical 

studies using the Multifactor Leadership Questionnaire (MLQ) and identified a strong 

positive correlation between all components of transformational leadership and both objective 

and subjective measures of performance. Transformational leaders were found to generate 

higher commitment from followers in studies when measured by the MLQ (Bass, 1999). 

Geyer and Steyrer (1998) used the MLQ to measure transformational ratings of Austrian bank 

managers and reported transformational behaviour elicitation to be a positive predictor of 

long-term market share and customer satisfaction. Dvir (1988) reported that transformational 

leadership in platoon leaders, as rated by superiors, subordinates and platoon leaders 

themselves, was positively correlated with effective leadership in near-combat situations. 

Howell and Avolio (1993) reported that the transformational ability of department supervisors 

in a large Canadian financial institution, as measured by the MLQ, successfully predicted 

consolidated departmental performance. The relationship between transformational leadership 

and performance was also observed in a broad range of additional studies, including studies in 

diverse cultural settings, such as managers in a Chinese state enterprise (Davis, Guaw, Luo 

and Maahs, 1997), Polish and Dutch managers (Den Hartog, Van Muijen and Koopman, 

1997) and supervisors on North Sea oil platforms (Carnegie, 1995). 

The stringent testing, revisions, critiques and comprehensive analyses that have been 

performed on the MLQ justify selection of this instrument in the third phase of research 

presented in Chapter Five of the thesis. Justification is also derived from its specific use as a 

method of measuring transformational leadership, identified as the dominant leadership 

paradigm in this research. 
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Summary 

The first theme to emerge from the review suggested a strong, analogous belief in a link 

between sport and business and an associated dearth of empirical research in the area. The 

review elucidated on the nature of this link, specifically that it is used in a positive 

metaphorical and analogous way in business communication, and that it has permeated 

business culture and therefore possibly affects beliefs, perceptions, actions and decision 

making of actors in the corporate environment. An industry has developed on the basis of this 

link, where performance consultancies, comprising athletes, coaches, sport psychologists and 

corporate executives, are employed by corporations to provide services aimed at improving 

performance in the workplace. However, the exact nature and efficacy of this link has never 

been quantified. 

The second theme was the identification of the specific skills that are perceived to be desired 

most strongly by the corporate sector. As with the first theme, the skills were primarily 

discussed within the context of management and leadership. The skills were communication 

skills, vision, achievement motivation, ethics, empathy, change management, leadership and 

transformational leadership 

Leadership constitutes the skill desired most by the corporate sector. The need to differentiate 

leadership from the concept of management achieved consensus within the literature. 

Transformational leadership, the dominant leadership paradigm, emerged as a separate theme. 

Charisma was also discussed prominently in the literature, and was discussed within the 

context of transformational leadership. Empirical studies based in diverse environments 

(military, sport, academic, corporate) supported the theory that leadership can be taught. 
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The Multi-Factor Leadership Questionnaire (within the wider context of empirical testing of 

leadership) was reported as a theme for two reasons. Firstly, it is the only instrument designed 

specifically to measure transformational leadership, and the interaction of transformational 

behaviours with transactional and non-leadership behaviours. Secondly, it exhibits greater 

construct validity, reliability and testing than other instruments. 

The next chapter builds upon the observations provided here, by research, analysing and then 

reporting the detailed findings of the second phase of the research, which used semi- 

structured interviews to identify whether sport is perceived to develop the skills that are 

perceived to be characteristic of the effective manager. 
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CHAPTER FOUR: QUALITATIVE INTERVIEWS 

Introduction 

The purpose of this chapter is to present the findings of semi-structured interviews that sought 

to identify whether sport is perceived to develop the skills perceived to be characteristic of an 

effective manager. This chapter presents the themes that emerged from the interviews, using 

the ad hoc approach to analysis outlined in the Methodology. 

Meaning Condensation Analysis 

This type of analysis quantifies the use of keywords that relate to skills that are both desired 

by the corporate sector, and are perceived by coaches and recruiters to be developed by sport. 

These keywords are aggregated to provide an account of the skills that are discussed most 

frequently by interviewees. This analysis supports the findings of meta-synthesis, the primary 

method of analysis used in this phase of research, and the systematic review. 

Graduate recruiters identified teamwork, leadership and interpersonal skills most frequently, 

when asked What skills do you find desirable in the graduates you recruit? Almost all 

recruiters also identified goal setting, competitiveness, mental strength and self awareness as 

desirable skills, with two-thirds identifying self-motivation. All graduate recruiters also stated 

that the presence of an additional learning environment (such as sport) would be desirable to 

them. The most frequently cited skills - teamwork, leadership and interpersonal skills - were 

also cited by virtually all recruiters, in response to the question What skills do you think sport 

develops, if any? Three-quarters of recruiters also stated that sport developed goal setting, 

mental skills and tenacity, and two-thirds referred to organisation and focus. 
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There was significant consensus between coaches and recruiters with regard to references to 

teamwork, leadership and interpersonal skills, with all coaches identifying these skills as 

benefits of sport when asked What skills do you think sport develops? All sport coaches also 

referred to confidence, self motivation, competitiveness, goal setting, mental strength, 

responsibility, the presence of role models, development of life skills, performance and 

organisation skills as perceived benefits of sport. All sport coaches also mirrored the 

perceptions of recruiter in terms of the ability of sport to provide an additional learning 

environment. 

A high level of consensus was therefore observed between coaches and recruiters, with 

reference to the skills that were perceived to be developed by sport. Great similarity also 

existed between the skills graduate recruiters perceived to be desirable in a graduate, and 

perceived to be developed through sport. Findings are presented in further detail in Appendix 

2.1. 

Meta Synthesis 

A meta-synthetic approach to analysing data involves the identification of themes that emerge 

from the data. However, in this case, themes are not simply reported; they are also discussed 

within the context of any congruence and incongruence that is observed between interview 

groups. Eleven specific themes emerged from the interview data, some of which have 

definable sub-categories. These are: 

1. Differences in Interviewee Characteristics 

2. Team v Individual Sport 

3, Teamwork 

4. Demonstrating Success 

S. How Sport is Perceived to Develop Skills 
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6. Sport as the Preferred Extra-curricular Activity 

7. Sport As a Competitive Advantage in Graduate Recruitment 

8. Interpersonal Skills 

9. Mental Skills 

a. Confidence 

b. Achievement Motivation 

c. Competitiveness 

10. Leadership 

a. Role Models 

11. Transferability of Skills from Sport to Business 

These themes are now subject to individual discussion. Each theme is presented within the 

context of supporting quotes from both recruiters and coaches (it should be noted that there 

are two football coaches -a men's and women's coach - and these appear in the discussion as 

`football M' to denote the men's coach, and `football W', to denote the women's coach). If 

theories emerge from the data, these are identified within the discussion of each theme, and 

then discussed at greater length in the Discussion chapter (Chapter Six). 

Interviewee Characteristics 

The first of the eleven themes to emerge from the data was the need to acknowledge intra- 

group differences in each interview group. Differences amongst sport coaches were straight- 

forward. Coaches were either team sport coaches (football, rugby, hockey, basketball) or 

individual sport coaches (athletics, swimming, tennis). However, within the graduate recruiter 

group differences occurred in job role, sport experience and education. It was important to 

identify and acknowledge these differences, as they appeared to mediate perceptions towards 

sport and its role in skill acquisition. Consequently, recruiters were classified into two distinct 

groups: 
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Group One. Specialised job role, extensive sport experience, private school education 

Group Two. Generic Human Resources (HR) role, no sport experience, state school 

education 

Three key differences occurred in intra-group characteristics. The first of these was job role, 

which either constituted a generic Human Resources (HR) graduate recruitment role, or a 

specific managerial or consultancy position. Both positions involved direct responsibility and 

accountability for the recruiting of graduates. However, recruiters who occupied specific 

managerial or consultancy positions had generally achieved a higher ranking managerial 

position than recruiters occupying generic HR managerial positions. The second difference 

observed was sport experience. Group One recruiters all possessed high level sport 

experience, including team captaincy, county, national and Olympic level participation, 

whereas Group Two recruiters showed low to zero participation in sport. Any Group Two 

participation was recreational; for example, swimming for health related purposes on an 

irregular basis. The third observed difference was educational background in that all Group 

One recruiters were educated privately, whereas all Group Two recruiters were state- 

educated. 

Status as Group One or Group Two recruiter appeared to affect perceptions towards sport. 

Specifically, Group One interviewees more readily discussed sport in the context of their own 

experience, or gave a detailed account of the sacrifices, training, and specific skills associated 

with sport. For this reason, Group One recruiters more readily considered the role of training 

in skill acquisition. They also tended to consider the impact of different levels of sport 

participation on skill acquisition and to also question the merit of captaincy in terms of 

development of leadership skills, whereas Group Two recruiters did not. An example of this 

would be questioning whether a student-athlete occupied a captaincy role by virtue of being a 

natural leader, or by virtue of being the best or most popular player. Group One recruiters 
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considered the negative, as well as positive, aspects of sport participation more frequently 

than Group Two recruiters, and were more detailed in their consideration of exactly how 

skills could be transferred from the sport to business environment. However, both groups 

were equally as positive in their endorsement of the role of sport as a facilitator of the 

development of transferable skills. A good example of this endorsement of skill transference 

was given by an advertising recruiter, who identified how sport acted as a training ground for 

business: 

For me... I know what it means to have to train and 

commit to things and be a member of a team ... I play 

rugby and a bit of football, but whether it be rowing 

or tennis or whatever, its about practice, its about 

getting out there when its horrible, its about doing 

the hard yards when you don't feel like it... its about 

learning how to lose as well as winning.. . 
its 

commitment... its getting on with people, whether 

that's coaches or team mates... so yeah, I think sport 

is a great sort of learning ground, or training ground 

for working in an environment like this. 

(advertising) 

The issue of skill transference is discussed in greater detail as a separate theme later in this 

chapter. However, this example was representative of the general perception shared by sport 

coaches and graduate recruiters with sport experience, toward the role sport had played in 

their own skill development and skill transference and the benefits they perceived sport 

provided. 
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Whilst Group Two recruiters also voiced positive perceptions of skill transferability, they 

tended to refer to these perceptions in more general terms, or were less likely to provide 

justifications to support these beliefs. It appeared that the knowledge of why skill transference 

occurred was much more rudimentary (and less critical) in this group. Group Two recruiters 

also appeared to place greater emphasis on academic ability and `generic' skills, possibly 

because they had more direct knowledge of this area. This may be explained by their need to 

conform closely to organisational recruitment models or policies that identify generic skills 

useful to all corporate functions, such as Marketing, HR, Research and Development, Sales 

and Finance, and the fact that academic criteria are easier to define and quantify. Criteria 

relating to skills were not so clearly defined and thus far more subjectivity and ambiguity 

entered the evaluation process at this point. 

Whilst all recruiters acknowledged the role and importance of academic merit in the 

recruitment process, it was also acknowledged that academic ability may not have necessarily 

offered the most efficacious means of selection. Some recruiters used academic qualifications 

as the most efficient means of lowering the high volume of applications they received. For 

this reason, academic qualifications appeared most important in the initial stages of the 

application process, but appeared to become less important as the recruitment process 

progressed. At the interview stage, skills such as teamwork ability, leadership, and the ability 

to give good examples that evidenced competencies and skills appeared to be of greater 

interest. This was again more evident in Group One recruiters, an example of which was 

provided by a corporate banking recruiter who stated: ̀ Your degree is no indicator of your 

ability to do something, really' (corporate banking 1). 

Although all recruiters inferred positive skills onto student athletes, there were some 

differences in the way that recruiters identified skills, and perceived that these skills were 

developed. Group Two recruiters tended to infer positive qualities without considering how 
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and why sport developed them. One Group Two recruiter showed evidence of this tendency in 

this inference of confidence onto team sports players: 

something like rugby I'd give brownie points for in the 

pre-selection process because we work in teams very much 

and they'd be able to get on with different people. Yeah, 

they'd get brownie points for a team sport ... If it was 

somebody who plays rugby I'd expect them when they 

walked in to the interview, they would walk in a lot more 

confidently than someone who isn't a team player. 

(oil and gas 1) 

Group One recruiters were generally more critical of the role of sport in skill acquisition. 

They also appeared more likely to question the graduate on the merits of their sport 

experience, but also appeared in some cases to be more emphatic in their conceptualisation of 

sport as a positive environment for skill development. For example, a financial services 

recruiter believed that: `Sport is a bloody good way of showing winners' and that `sport is 

uncompromising in saying you are better than someone else'. However, this recruiter 

continued to explain that, although sport identifies winners, it did not necessarily guarantee 

success in the corporate environment. In the following quote, the recruiter identified that team 

players could exhibit very different personalities, which could be positive or negative. He 

believed that evidence of sport participation was not necessarily a guarantor of any skill and 

that it was up to the recruiter to be critical of this information and to probe further in the 

interview situation. 

Just because you pick a winner in sport doesn't mean you 

are picking a winner in business.. . you can have two 

people playing football - one's a complete pain in the ass 
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and the team hates them, the other one is actually a really 

good team member... people are talking about sport and if 

they say they are Captain and all the rest of it, they 

instantly get a ticked box-it's not as simple as that. 

(financial services) 

Recruiters acknowledged that graduates relied heavily on sport to enhance their curriculum 

vitae (CV). This was largely believed to be because the graduates felt it would enhance their 

attractiveness to employers: `most people tend to refer to sport' (automotive 1). Recruiters 

felt that graduates were encouraged to use sport as a selling point on their CV, and some 

subsequently expressed concern that this had become an overused approach. Thus, there was 

a need for sport experience to be substantive and quantifiable; for example, 1" team 

membership, or winning a competition. Continuing on from the previous quote, the same 

recruiter criticised some graduates and recruiters who did not question the merit of the 

graduates' of sport participation) who evidenced this practice. 

They think, oh, I was taught in interview techniques that if 

you show people you can do sport, well, oh, isn't that 

impressive. 

(financial services) 

Thus, type and level of sport participation appeared to exert a mediating effect on the 

perceived attractiveness of graduate sport experience. Coaches also considered that different 

levels of sport participation (for example, ist team or 3rd team membership) would affect the 

type of skill acquisition that occurred. Lower level participation (e. g. intramural or 3d team) 

was generally perceived to develop limited social skills, whereas high level sport experience 

was generally perceived to develop interpersonal skills to a much greater extent and were also 

perceived to develop a wide range of mental skills. `The higher the level they attain, I think 
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the better the skills we are talking about will be' (athletics 1). This concept is discussed in 

further detail later in the chapter in a discussion of Mental Skills. 

All recruiters perceived extra-curricular experience (including sport) to be attractive. A major 

reason for this belief appeared to be based on the fact that many recruiters perceived that 

university did not sufficiently prepare graduates for the demands of a corporate role. For 

example, the recruiting practices of universities were criticised by one recruiter: 

I think the issue with it is that the wrong people are going 

to university now... I think some of the graduates are 

bring duped into believing the degree that they're getting 

is as valuable as the one from down the road and its not. 

And I think that's a real problem. 

(financial services) 

There was also concern that universities did not encourage the ability to engage in critical 

thought. `They're spoon fed, they don't look with what they're being told-there's no critical 

analysis of what they're being told' (oil and gas 1). This is particularly interesting, given that 

sport was perceived to provide an efficacious means of developing mental skills in student- 

athletes. This might partly explain the attractiveness of sport experience to recruiters, in that 

it develops skills that recruiters desire, but are generally not developed via a regular 

university education. 

Differences in perceptions were mediated by this classification (Group One or Group Two 

status). Group One recruiters were more likely than Group Two recruiters to consider the role 

of training in skill acquisition, often relating comments to their own experience of training 

(and competition) to illustrate their points. Group Two recruiters generally only considered 

sport in the competitive context when considering how skills were developed. This may have 
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been because recruiters with sport experience were more aware of the role and importance of 

training in sport, and the effect it exerted of competitive performance. 

The concept of team versus individual sport appeared interesting, as it not only affected the 

perceptions of coaches towards sport, but also affected the perceptions of graduate recruiters 

towards sport. This concept constitutes the second theme, and is now discussed in further 

detail. 

Team v Individual Sport 

Although both team and individual sport experience was viewed as positive by all 

interviewees, whether a sport is a team or individual sport appeared to significantly affect 

attitudes towards skill acquisition, by both graduate recruiters and sport coaches. Whilst both 

were generally perceived to develop similar skills, attitudes differed, significantly in some 

cases, in the degree to which different skills were developed by the two types of sport. Team 

sport was generally perceived to develop teamwork skills to a greater degree than individual 

sport, whereas individual sport was perceived to develop mental skills to a greater degree than 

team sport. Differences in perceptions appeared congruent between graduate recruiter and 

sport coach groups in this respect. These perceptions are now considered briefly and a more 

detailed discussion is provided later in the chapter, within the context of other themes, such as 

Interpersonal Skills and Mental Skills. 

The first concept to be discussed is the dominance of mental skill development in individual 

sport. All individual sport coaches, but not all team sport coaches, recounted that the 

following skills were developed by their sport: commitment, time management, emotional 

management, mental toughness, coping with pressure, performance, self analysis, self esteem, 

self importance, self belief, self improvement, self awareness, self assessment, maturity, 

competition, fulfilment, life skills, higher standards in general, achieving a balance, focus, 
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concentration, responsibility and provision of opportunities. One swimming coach, who 

trained Olympic, Commonwealth and BUSA 1s` team athletes, identified a range of skills he 

perceived were developed through his sport. His opinions are common to those voiced by 

many other sport coaches: 

It teaches them goal setting, to be ambitious... if I was 

working in business-I'd certainly look to students who 

had done some form of sport, preferably to a relatively 

high level at university, just because I think the worldwide 

skills and interpersonal skills and just everything 

really... are pretty beneficial. 

(swimming 2) 

The second concept to be discussed is the perceived dominance of teamwork skill 

development in team sport. Team sport coaches stated that team sport developed teamwork 

skills to a greater extent than mental skills. Conversely, mental skills acquisition was regarded 

as greater in individual sport. Graduate recruiters demonstrated similar differences in their 

perceptions towards team and individual sport. However, Group One recruiters generally 

considered these differences in a more critical and detailed way, or were more likely to offer 

examples than Group Two interviewees. For example, an advertising recruiter believed that 

tennis and golf developed mental skills, and high-level rugby did not, but attributed value to 

both types of sport for different reasons, as stated in the quote below: 

it takes single minded determination to become a great 

tennis player or a great golfer, which are great attributes, 

as opposed to someone who plays Heineken Cup 

rugby.. . 
but merits in both, as long as they are involved in 

sport. 
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(advertising) 

All recruiters generally perceived that individual sport participation was associated with 

development of mental skills, such as self-motivation, which demonstrates congruence with 

perceptions of sport coaches. Mental skills were perceived by many interviewees to exert an 

influence on the development of other skills that are desired by business, such as leadership, 

and it would appear from the research that individual sports were considered to develop these 

skills to a greater extent than team sports. For example, an athletics coach stated the 

importance of developing mental strength in his athletes, so that they were able to perform 

effectively in any highly competitive situation. 

I have to really try to make 18 yr olds think like 28yr 

olds... 18 yr old junior international athletes.. . to make 

them think like 28 yr old very experienced, very successful 

senior athletes by the time they are about 21 or 22. 

(athletics 1) 

A swimming coach voiced a similar concern, regarding the mental toughness required to 

perform at a high level. These quotes were representative of a strong trend amongst sport 

coaches, all of whom recognised the need to develop the mental skills of the athlete. 

it takes a fair amount of control and skill to be able to 

stand at a world championship final... or be at the Olympic 

Games and swim at the final 
... I mean, that is massive 

pressure when you have 16-18,000 people watching, and 

millions watching on TV. 

(swimming coach 1) 
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However, it appeared that team sport experience may have been more attractive to employers 

who were recruiting for a highly team-orientated role. This opinion was voiced by a few 

graduate recruiters, who considered the benefits of team sport in this context: 

I suppose teams are slightly more attractive, because it just 

shows your ability to work with other people of differing 

abilities... pulling through and knowing you have to help 

other people, that sort of thing. 

(retail banking) 

Teamwork skills were valued highly by graduate recruiters in the context of any position that 

required teamwork ability. For example, a financial services recruiter discussed the context- 

specific benefits of teamwork skills in business: 

Team sports.. . are fantastic for if you want to be in a 

situation where you are managing people and dealing with 

a lot of issues, different personalities and all that type of 

thing, so those kinds of skills are definitely essential and 

we would hire them with the plan to push them up into a 

senior position. 

(financial services) 

Mental skills and teamwork skills both appeared highly valuable to recruiters. Graduate 

recruiters referred frequently to the attractiveness of both individual and team sport, but one 

could be more attractive than the other, depending on the context into which the graduate was 

being recruited. Graduate recruiters and sport coaches demonstrated congruence in this 

regard. For example, sport coaches discussed how individual sports could be useful in 

preparing graduates for corporate positions that required highly developed mental skills, and 
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how team sport might be more attractive to corporate positions that required a focus on 

teamwork: 

I think for an individual sport you have to be very self- 

motivated and in essence more than actually in a team 

sport as you have other people to work with you-on an 

individual basis you need to have that self-motivation 

which is always a good thing in the workplace. 

(telecommunications 1) 

Sport coaches and graduate recruiters both perceived team sport develops skills through the 

high level of interaction with others that was required in the team sport environment. The 

need to interact effectively with others and the need to develop interpersonal skills in order to 

achieve performance outcomes, was discussed extensively. One corporate banking recruiter 

conceptualised this as the ability to get on with different individuals and have a more open 

mind: 

I think anyone who has played any kind of team sport, or 

has an interest in team sport... I think they make more 

rounded people, are easier to get on with-they're not so 

narrow minded... you've had to deal with all sorts of 

personalities. 

(corporate banking 1) 

The hockey coach provided a similar perception, where the benefits of team sport were 

conceptualised as exposure to different individuals and different situations, and the need to 

work with people the graduate might not necessarily like to realise a common goal: 
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I think it brings you out of your shell a bit and you mature 

a bit because you are getting to know different people in 

different situations so your interpersonal skills, working in 

the team, as well as working with people you don't 

necessarily like that much. 

(hockey) 

This was also expressed through the concept of a team culture, or ethos, where the ability of 

the athlete to integrate into that culture was perceived as desirable. The women's football 

coach identified this benefit in her consideration of the belongingness that female athletes 

experienced when they became part of the football team. The rugby coach identified a similar 

perception of the benefits team sport brought in terms of belongingness, such as being 

integrated into a culture. He also identified how this might present its own demands on the 

athlete to `fit in': 

I think it's the culture in the team-there'll be a very strong 

culture... I'd say that being malleable as a person-you're 

going to have some strong views which you are 

sublimating. 

(rugby 1) 

Virtually all Group One recruiters had significant experience of team sport participation, but 

very few reported involvement in individual sport. As participation amongst recruiters was 

significantly skewed towards team sport, this may have subsequently favourably biased 

perceptions towards team sport. For example, a corporate banker perceived that team sport 

could develop leadership ability but did not believe individual sport was as useful in this 

regard: 
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I can definitely see student athletes that played team 

sport.. . 
but I fail to see intuitively a connection between a 

100m runner and his being a good leader. 

(corporate banking 1) 

The mediating effect of type of sport on leadership skill acquisition is also discussed at 

greater length in the Leadership, Mental Skills and Transferability themes later in this 

Section. Individual sport coaches discussed the potential benefits of individual sport in the 

development of teamwork ability, but this was not generally a focus of discussion amongst 

other interviewees. The reason that individual sport developed teamwork was attributed to the 

fact that the competitive element of the sport might have been individual, but involvement in 

the sport club itself remained very team orientated. In many cases, the individual sport also 

involved a team element, as in the case of relay races in swimming and athletics. This was 

discussed by a swimming coach: 

I think it teaches them to work within a team very well, 

even individual sports like swimming, you still have to 

train as a team, you still have to compete in relays, you 

still have to travel in a team, and that sort of thing. 

(swimming 2) 

This is discussed in more detail later in the chapter, with regard to Transferability of Skills. A 

related theme to emerge was the way in which team and individual sport was perceived to 

develop skills. This is considered in greater detail as the third theme: how skills are perceived 

to be developed by sport. 
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How Skills Are Perceived to be Developed By Sport 

The third theme to be presented is the way in which skills are perceived to be developed by 

sport. The mediating effects that sport experience, type and level of sport exerted on 

perceptions have already been identified. This theme now identifies how skills are perceived 

to be developed in the context of these mediators. The following four specific approaches, or 

characteristics of the sport environment, appear to facilitate skill development: 

1. A holistic approach to coaching 

2. Feedback systems 

3. Teaching discipline (mental toughness) 

4. Providing a new learning environment 

These are now discussed in greater detail. 

>A Holistic Approach 

A holistic approach refers to a coaching strategy that seeks to attain peak performance 

through the development and support of the athlete as a whole person, not just as an athlete. 

As sport coaches perceived that all facets of the athletes' life potentially impact significantly 

upon sport performance, they believed it was necessary to help the athlete develop in all areas 

of their life, in order that sport performance was maximised. The ultimate objective of 

coaching therefore remained the attainment of peak sport performance, but this was achieved 

by providing support for the athlete in social, academic, professional, personal and other 

relevant areas, as well as in the area of sport performance. This reflected a perception of sport 

coaches that under-performance in one or more of these areas in the athletes' life would 

potentially impact detrimentally on athletic performance. Therefore, to maximise 

performance on the track, the coach attempted to maximise success in all aspects of the 
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athletes' life. The athletics coach articulated this belief, stating that to him, an athlete was a 

24 hour role, and was not simply limited to time spent on the running track: 

The level I'm working at, we are trying to produce 

Olympic athletes... I'm trying to get an athlete to maximise 

their physical potential but at the same time, an athlete is a 

24 hour day, it is not just 2 hours a day, or a few hours at 

the track.. . these guys have to be eating, sleeping, living, 

breathing athletics so they must be all round balanced 

individuals, so its important to me that they have a relaxed 

and structured life away from the track as well.. . there are 

things outside the training environment that can affect what 

happens in the training environment so I'm trying to 

develop an all round person. 

(athletics 2) 

Sport coaches used formal and informal structures to support this holistic approach. The 

athletics, football and swimming coaches had specific programmes designed to target all 

aspects of the athletes' life and provided some formalised methods of measuring or 

monitoring improvements in these areas. 

Our developmental model will say it has four 

corners... there is a technical/tactical corner, the 

physiological corner, the social corner and a psychological 

corner and we would say that for a complete player, we 

need qualities in all of those four corners to be successful. 

(football W) 
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Informal support also existed for the athletes, where the coach appeared to occupy a mentor- 

like role, encouraging the athlete to approach them with any problems they had. The 

swimming coach identified his role in providing a supportive role in the life of his athletes, 

and encouraged them discuss any aspect of their lives with him: 

Well, we have what you could call a holistic approach to 

our coaching.. . we have this catchphrase - swim fast, gain 

a prestigious degree and enjoy the experience of being in 

the programme-those are our three things-so we are 

involved in all aspects of their life so when it comes to the 

pool, they're happy and content with the way they live, 

with their friends, with the course they're on-so it's a 

holistic approach to the athlete, not just about the 

principles of training down the pool or in the gym. 

(swimming 1) 

In some cases, the support network was highly formal and involved specialists that catered 

for specific aspects of the students' life. For example, the athletics club utilised a support 

structure of physiologists, physiotherapists, doctors and psychologists. Athletics coaches 

perceived that this system greatly enhanced the potential for skill development of the student- 

athlete. Athletes within the athletics club competed at levels ranging from BUSA (British 

Universities' Sport Association) to national, European, Commonwealth and Olympic level, 

and it is likely that the elite standard of athletes within the club influenced the choice to 

invest in such a supportive and dedicated structure. The athletics coaches perceived that this 

system was effective, as athletes consistently achieved high levels of performance: 

We employ a full team of nutritionists, exercise 

physiologists, physio's, doctors, so we have the whole 
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holistic approach to training here, not to mention coaches 

and performance managers, but psychologists work closely 

with the athletes. 

(athletics 2) 

A swimming coach identified how use of this holistic approach benefited the athlete in many 

ways - not just in terms of sport performance but also in terms of their life choices. He used 

an example of a student-athlete who almost left university, but remained and achieved 

success, on account of the support he received through the swimming club. 

People who were on the verge of quitting not only 

swimming but university, we have... counselled 

them... encouraged them to stick with it and helped them 

out and now they've totally turned round and are so happy. 

(swimming 1) 

Sport coaches generally acknowledged that each athlete exhibited different characteristics, 

strengths and weaknesses, and that some skills were generally harder to develop than others. 

For example, one athletics coach identified the potentially greater difficulties associated with 

development of non-physical, as opposed to physical skills. The coach attributed this to the 

fact that athletes in his programme had already achieved a high level of physical ability 

before entering the programme, and were therefore more developed in terms of physical 

competence. However, lifestyle skills, such as developing a healthy approach to eating, might 

have necessitated complete alteration for the athlete to improve performance and gain a 

competitive edge, but this could be very difficult to adapt, if poor nutrition was something 

culturally or habitually developed in the psyche of that athlete. 
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I think it's probably more difficult to change someone's 

lifestyle skills, because that comes from a cultural 

background. If you come from a culture where you eat 

eggs, chips and beans, then to tell people to eat steamed 

vegetables and grilled chicken, it's a pretty hard paradigm 

shift... so there's a lot of lifestyle issues to address. 

(athletics 2) 

The rugby club also used a supportive approach to developing the athlete. This could 

arguably be referred to as a holistic approach, but was not conceptualised as such. In this 

case, the support structure was evidenced, but was more informal than was the case in 

previous examples. The club based support around a strong feedback structure, which was 

perceived to facilitate development of skills such as confidence and leadership within the 

athlete. 

¢ Feedback Systems 

This second approach to developing skills in the athlete was through the use of feedback 

systems. The rugby club encouraged athletes to have regular meetings with the coach, within 

which any aspect of the student-athletes' life, where relevant, could be discussed. This took 

the form of both general sport feedback (team meetings, video analysis, one-on-one 

discussions about performance) and also a specific focus on any area that was perceived to 

require further development, such as increasing the self-confidence of an athlete. This related 

closely to the concept of a holistic approach discussed above, as identified in the following 

example: 

There's the technical, the tactical, the physical, the mental 

side, the psychological side and also the way they 
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communicate and adapt to people around them, so its not 

just a couple of areas-its quite a lot of factors. 

(rugby 2) 

Sport coaches generally provided feedback through a variety of mechanisms, principally 

through regular competition (the final score of a football match is essentially a form of 

feedback), post match analysis, video feedback and regular goal setting and meetings with 

individual athletes. Selection of a specific approach was based on the needs of the individual 

athlete. An athletics coach discussed the range of feedback approaches used with athletes, 

and the way in which these feedback systems were employed were identified: 

I work closely with athletes and try to explain as clearly as 

possible what they need to achieve.. . or show videos of 

themselves of what I consider to be best practice... and 

then try to gather a clear mental picture of what they want 

to do. The psychologist will work on mental rehearsal, 

visualisation and mental skills. 

(athletics 2) 

It appeared that feedback was tailored to the requirements of the individual athlete. This 

involved defining the current skill status of the athlete, and then developing a targeted 

approach to improving skills in the athlete. A further example of this approach was provided 

by the women's football coach, who employed a system of goal setting to identify areas for 

improvement in her athletes. Again, the feedback structure appeared to exist within the 

context of a holistic coaching structure: 

We do a lot of one-on-one work, goal setting, we would set 

goals, they would profile themselves and set their own 
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goals... hopefully through the goal setting programme 

its.. . their own improvements, whether it be technically, 

physically or perhaps in terms of their own life and the 

psychological side. 

(football W) 

Feedback mechanisms could therefore be observed to be a prominent feature of the university 

sport environment. Coaches appeared to use these systems, whether formal or informal, as 

integral elements of a holistic approach to developing the athlete. These approaches were 

identified as an effective means of maximising sport performance. The use of feedback 

systems were not perceived to be as developed within the corporate context: subsequently, 

many Group One recruiters expressed concern that corporate performance might have been 

compromised by this lack of feedback. For example, a performance consultant expressed a 

concern that executives had lost the ability to self-coach due to a lack of constructive 

feedback. This potentially linked the presence of feedback to the development of self- 

leadership or self-management ability: 

People (in executive or sport coaching) are told this is 

where your strengths and weaknesses are, and people 

become very self aware, because what you really want at 

the end of the day is for people to self-coach... It is rare to 

get good, honest feedback... it happens in the sports world, 

particularly with athletes, etc, but does it happen in 

business? Not all the time. 

(performance consultancy 1) 
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Similarly, a recruiter, based in the financial services sector, believed that progression up the 

career ladder may also result in a decrease in feedback, which may ultimately be of 

detriment: 

If you imagine in something like our firm, then you get to 

the age of 40 and you get to be a partner, and they haven't 

had that input for all those years - being told in sport, and 

being told, well actually you are crap at this, but you are 

pretty good at this-and they are like... don't say I'm crap, 

because they haven't been spoken to like that before-they 

stop learning. They stop learning 
... 

I think in sport ... 
if you 

want to keep performing, you have to stay on a learning 

curve. And what happens is, people fall off the learning 

curve-and they stop assessing and stop coaching 

themselves. 

(financial services) 

Feedback mechanisms were employed in sport in a number of ways and were perceived to be 

important to the development of the athlete. Although mechanisms differed in terms of 

whether the feedback structure was formal or informal, the fundamental objective remained 

the same: to provide the athlete with specific and regular feedback regarding their 

performance, which allowed them to learn from their mistakes and improve performance as a 

result. The men's football coach gave an example of the feedback system he employed, 

where athletes were encouraged to take risks in a supportive environment. In doing so, the 

athlete improved via coach feedback and self-analysis: 

Be confident in your own abilities... if they make mistakes, 

its something to be learnt from and not to be frightened 
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about doing. And it's a good way of learning. As long as 

they are honest with themselves, they can take the mistakes 

and make them into a very good, very positive form. 

(football M) 

A rugby coach also described the importance of a tailored approach to developing the athlete, 

and how the role of coach feedback and development of self-analysis was central to this: 

Well you have to look at.. . 
developing them as an 

individual. If they've got strengths and weaknesses... you 

look at the individual player first of all, then you look at 

how they can adapt with the people around them.. . what I 

want to try and do is to get them to develop themselves. 

(rugby 2) 

It appeared that the ability to self-analyse was encouraged and developed by coaches via this 

process. Regular feedback analysis helped the athlete to recognise their own strengths and 

weaknesses and explore their capabilities in an environment that allowed them to make 

mistakes if they learned from them. This concept was related to self-leadership, which is 

discussed in further detail in the Mental Skills theme. Regular, constructive feedback 

therefore not only provided coach feedback, but also appeared to develop self-awareness in 

the athlete. It seemed that the coach was actively trying to develop the ability to self-coach in 

this context. The basketball coach offered an example of how his own ability to be self-aware 

was developed by sport: 

I think sport forced me to realise.. . that I have actually got 

this skill, where maybe I didn't know that before, and all of 

a sudden I was thrust into a situation where you've got to 
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react and your reaction in that situation says something 

about whether you have that skill or not. 

(basketball 2) 

The tennis coach also discussed the way in which self-awareness was developed by sport. He 

suggested that involvement in the tennis club could lead to improvements in self-awareness 

of the athlete, and favourably compared the self-awareness of 3`d year athletes with those of 

1st year athletes. 

{They} just learn a bit about life, really, through the 

sport ... 
how hard work gets rewarded, and how if you put 

the time in, you'll get better.. 
. you can especially see the 

difference between the 1st and 3`d years, and they are just a 

lot more mature about the way they practice, the way they 

conduct themselves on court. And they've just got higher 

standards in general. 

(tennis) 

Thus, the ability to self-assess appeared to be both a goal and a positive outcome of feedback. 

Feedback was discussed in the context of developing specific skills, such as the ability to 

perform under pressure, as was identified by a rugby coach: 

They are used to performing under pressure-they have a 

degree of confidence generally that they gained from being 

part of the programme-things they may have picked up 

from feedback... I think you could spot the attributes of 

elite performers. 

(rugby 1) 
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There is strong evidence that feedback systems in sport are tailored to suit the needs of each 

individual athlete. Coaches believed that different athletes required development and support 

in different areas: `Sometimes a new athlete might come in and I spend a period of time re- 

training them... and then increase performance' (athletics 2). In this example, the athletics 

coach also indicated that the overall coaching process, including feedback systems, could 

only maximise performance if the athlete fully committed to the programme. He 

acknowledged that this involved a high level of self-sacrifice, which had to be developed 

throughout the athletes' career, in order to achieve consistent improvements in performance: 

They don't go out late every night before training, they 

don't go out before they compete, they get used to 

dedicating more of their time and I suppose its 

like.. . making a sacrifice... every year they make more and 

more sacrifices... they have to. 

(athletics 2) 

A swimming coach similarly identified the role of self-sacrifice in sport. The coach 

acknowledged this level of sacrifice carried potentially negative, as well as positive 

ramifications, but nevertheless justified it as a means of facilitating higher levels of 

performance: 

I have no real life outside swimming and it's cost me 

relationships, its cost me all sorts of things, but it's what I 

do, and when the athletes come here, I expect the same 

level of commitment...! call it the 3 `S's - three circles- 

one is sport, one is social life, one is study. But they only 

have two circles of points to play with. 
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(swimming 2) 

This led to the third factor that facilitates skill development in sport, which is the role of 

mental toughness. 

> Mental Toughness 

Mental Toughness was discussed at length by sport coaches and Group One recruiters, who 

discussed the concept either as mental toughness, or through the discussion and consideration 

of skills that appeared to involve the need for mental toughness. These skills could be defined 

as any skill that allows the athlete to maintain high levels of performance under conditions of 

significant positive or negative stress. 

Whilst this concept is discussed in greater detail in the Mental Skills theme, it is also 

identified here as the third factor that explains how sport is perceived to develop skills. 

Mental toughness was perceived to be more highly developed in student-athletes that non- 

athletes, and appeared to be a focus for development in the coaching process. There are many 

examples of how mental toughness is developed throughout the coaching and performance 

process. For example, all high-level university sport exerts the same basic demands on the 

athlete: adherence to training, adequate rest and nutrition and commitment to a competition 

schedule. Depending on the sport and the athlete, many additional demands may also be 

levied. These demands have to be managed alongside a university degree and social 

commitments, requiring a high level of organisation by the athlete. One athletics coach 

identified how this kind of schedule placed great demands on the personal management skills 

of the athlete, a sentiment reflected in the perceptions of many coaches interviewed in this 

research: 
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I think these guys have to live very structured lives.. . for 

instance, they train in the morning then go to lectures, then 

go to physio or massage or something like that, then they 

have training in the afternoon, then they've got to fit all 

their study in.... so they have a much more structured day 

than a typical student would have. 

(athletics 1) 

This quote identified how the demands placed upon a student-athlete were, therefore, greater 

than those placed upon a student non-athlete. This might explain why coaches prioritised the 

development of personal management skills and mental toughness in their athletes, as these 

skills would allow the athlete to cope with the extra demands placed upon them by the sport 

(personal management and mental toughness skills are discussed at length later in the chapter, 

and in the Model of Mental Toughness in Chapter Six). The hockey coach offered a similar 

example of how sport places demands on the athlete: `I think it shows a level of 

commitment... it forces you to manage your time a lot better'. The rugby coach voiced a 

similar sentiment. He perceived university life as exigent in a culture that did not demand or 

facilitate the development of skills in the student. He believed that sport could provide a 

valuable panacea by exposing the student-athlete to a more positive culture: 

It helps give them a structure... in terms of discipline, I 

guess it's the closest they'll get to having a firm 

commitment...! think especially at university there's an 

atmosphere where the default position would tend to be to 

get away with doing as little as you can, go and get pissed 

all the time, run up an overdraft, blag as much money as 

you can.. . which isn't necessarily about achievement, 

127 



discipline and performance... it gives them an area of their 

lives in which there is a different culture. 

(rugby 1) 

Sport coaches actively monitored the strengths and weaknesses of the athlete, identifying 

areas that required improvement. Their approach was then tailored to concentrate on 

development of these areas. In this way, the coach continually monitored the athlete with a 

view to enhancing their skills. Common areas within which the athlete might under-perform, 

or experience difficulty were anticipated and monitored. In one example, the swimming 

coach identified the stress that some new students might have experienced at moving away 

from home to a new environment, and identified his role in making the athlete feel happier 

within this situation: 

Some people settle into university life just like normal 

students very easily and quickly, others have problems 

settling in, so there is a lot of work and a lot of 

groundwork to do there, to make them feel happier away 

from home, looking after their day, organising their day, 

time management, coursework, getting to deadlines. 

(swimming 1) 

Many graduate recruiters also voiced a similar concern, that university could not sufficiently 

prepare graduates for the demands of the corporate sector. This insufficient preparation was 

generally discussed in terms of the graduates' lack of skills. Recruiters generally perceived 

sport as attractive as it provided opportunities for development of mental skills in the student- 

athlete that might otherwise be lacking. Another athletics coach discussed his use of a 

tailored approach to mental skill development and acknowledged that these skills might be 

poorly developed in new athletes. The new athletes discussed in this example generally 
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constituted 18-year old first-year undergraduates, who had not yet lived independently from 

their parents or caregivers, and as a result may have had under-developed personal 

management skills such as lack of responsibility and time-management: 

we find that when we have new athletes coming here, we 

have to be very strict on them in the start, because they'd 

start missing appointments, or even basic life skills, like 

keeping diaries, they need to be taught that, or pushed to 

make sure they have that structure within their life. 

(athletics 2) 

The tailored approach to skill development identified in this example suggested that coaching 

provided a supportive environment where the coach strived to attain a detailed knowledge of 

the abilities and needs of the athlete. Mental skills were not only developed via coaching: 

they were also evidenced and continually strengthened. Sport regularly places the athlete in a 

situation where they are forced to evidence skills, and failure to do so may result in losing a 

game, or losing their place on the team. For example, the rugby and football coaches 

communicated a strong message to their athletes that poor performance would not be 

tolerated: 

We have a policy at the club where if you are playing well 

you'll move up, if you're not then you'll move 

down... nobody is guaranteed a place. And its all about 

you've got to be on top of your game... or you drop down 

the pecking order. 

(football M) 
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It was evident that sport coaches and graduate recruiters perceived sport to be a viable and 

effectual means of developing skills. This concept was discussed as the fourth major 

contributor to how skills were perceived to be developed by sport. 

> Additional Learning Environment 

Sport coaches believed that sport provided an additional environment for learning and skill 

development that would otherwise have been unavailable to the athlete, if they did not 

participate in sport. Coaches believed that the value of this extra environment for learning 

resided in its life-enriching qualities, where the athlete could attain a wide range of mental 

and physical skills and benefits. One athletics coach identified the physical, social and mental 

benefits he believed an athlete could enjoy through sport: 

It adds another dimension to life, a dimension that is 

potentially contributory to physical and mental health.. . its 

added sense of purpose and a bit of buzz and excitement to 

their existence. Linked with that there is social 

development opportunities. 

(athletics 3) 

Coaches also believed that sport provided health benefits that contributed positively to the 

academic life of the athlete. Health and I think... you end up a better student... ff you have a 

healthy body you have a healthy mind (athletics 2). The hockey coach used the same analogy: 

I do feel generally a healthy body will let you have a 

healthy mind and allow you to be far more productive in 

what you are doing. 

(hockey) 
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Another athletics coach similarly identified the role of physical health in academic 

achievement. He was concerned that an unhealthy lifestyle had the potential to detrimentally 

affect academic performance. Sport was perceived as a means of combating many aspects of 

an unhealthy lifestyle that the student may be exposed to. In the next example, sport was 

discussed as a means of combating lethargy and mental inactivity, as providing social 

benefits and as providing a positive way of venting anger and frustration: 

I think if your body's lethargic and you're not doing 

anything with your body then you won't have an active 

mind as well. I think there is a social interaction as well, 

with other people, you get to make friends and experience 

other different people and different cultures... if you're 

doing a competitive sport, or relieving frustration, if you 

have pent up anger or frustration you can go and kick a 

football, play rugby or do track and that's a great benefit. 

(athletics 2) 

For graduate recruiters, the value of sport as an extra learning environment resided not only 

in its ability to develop skills, but also in its ability to evidence them. The ability to 

`showcase' these skills was particularly attractive to recruiters, because it provided efficient, 

concise examples that could be used at interview. This forms the basis of the next theme, 

which is sport as the preferred extra-curricular activity. 
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Sport as the Preferred Extra-Curricular Activity 

The advertising recruiter articulated this perception, and identified how sport participation 

could be indicative of a range of skills that were valued positively in a candidate. In this 

example, the ability to multi-task, lead or work in a team were identified: 

I think people who have taken it {sport} to a decent level - 

absolutely -I would certainly put them forward. And 

that's not just because I'm a sportsman - well, I suppose it 

must be... you understand what they need to do - they've 

had to make sacrifices or they'd have to be committed to 

something above and beyond their day to day 

commitments... beyond what other people would see as a 

commitment. 

(advertising) 

The highly competitive nature of graduate recruitment might explain why the ability to 

evidence skills was so highly valued. A recruiter from the retail banking sector identified how 

competitive the application process was, and how candidates required excellent examples at 

interview that clearly evidenced competencies that the recruiter desired: 

I couldn't stress enough that {we} have over 4,000 

applications every year for a very small number of places 

and it's a very competitive market... regardless of which 

degree background you come from, your examples need to 

be top notch. 

(retail banking) 
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Limitations of the interview process may have played a role here. As the recruiter would have 

only a limited time to interview each candidate, examples that provided concise, clear and 

quantifiable evidence of skills would likely be the most highly favoured. Sport has the ability 

to evidence these kinds of examples: if a graduate wins the BUSA Cup as part of the rugby 

team, then arguably, statement of this fact automatically provides evidence of teamwork, 

success and achievement. Thus, sport appeared to be attractive to recruiters, through virtue of 

its ability to evidence and quantify skills in an efficient and understandable way. The 

limitations of the interview process necessitated concise examples of ability that other extra- 

curricular activity could not provide. Thus, whilst the skills developed through sport might 

have also been developed via other activities, such as through membership of the drama club, 

sport nevertheless evidenced them most efficiently, and thus meant that sport was often 

viewed as a preferred example within an interview situation. 

Graduate recruiters tended to refer to sport most frequently as an example of extra-curricular 

activity, and it appeared that graduate recruiters expressed a preference for sport over other 

extra-curricular pursuits, based in large part of its ability to evidence and quantify skills. For 

example, a recruiter from the financial services sector discussed how desirable sport was to 

him. Heightened desirability for sport, in preference to other extra-curricular activity, was 

particularly evident amongst Group One recruiters, who display a positive bias towards 

athletes. An example of this is a recruiter from the financial services sector, who has 

competed at Olympic level: 

Anyone who.. . played university sport and still finished 

their degree, I would definitely think they were a good 

potential candidate. 

(financial services) 
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Many sport coaches believed that recruiters would be more likely to favour student-athletes, 

and the reasons for this belief are discussed further in the Transferability theme. An example 

was given by a basketball coach, who believed that athletes would be more highly favoured 

than non-athletes in a corporate recruitment situation: 

I would say it's a definite plus if you have two people with 

the same qualifications, and one person hasn't played 

sports and the other has... the person who has played sport 

will have an advantage. 

(basketball) 

This could be attributed to two specific factors. Firstly sport provided a highly quantifiable 

and accountable means of evidencing competencies that other extra-curricular activities were 

not able to emulate, and secondly, sport was perceived very positively in terms of skill 

acquisition. The first factor - the highly visual and quantifiable nature of sport - might 

constitute a particularly attractive extra-curricular feature on the graduates' CV, as the 

graduate would have a very limited employment history and little else with which to 

demonstrate their suitability for the corporate position they were being interviewed for. A 

corporate banking manager reflected a trend in the interview data in his identification of the 

need to exhibit skills, and to provide some kind of competitive advantage for themselves. 

It's very difficult for graduates because they're so young, 

to convince you to employ them, so you've got to look for 

traits and those are the sort of traits you'd look for, really. 

(corporate banking 2) 

This was even more interesting when considered in the context of two other trends that 

emerged; the first being the inability of universities to adequately prepare graduate for the 
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demands of business, and the second being the perceptions of graduate recruiters that sport 

developed most of the skills that they desired. Based on these observations, it could be argued 

that university sport provided a competitive advantage in the graduate recruitment process, 

and that recruiters also positively inferred skills onto student-athletes, but not onto student 

non-athletes. 

Some coaches expressed a perception similar to that of many graduate recruiters, that other 

extra-curricular activities were not able to evidence skills to the same extent that sport could. 

Regardless of whether sport could develop skills more effectively, they could certainly 

evidence skills in a more efficient way that other extra-curricular activities were able to. An 

example of this was given by a swimming coach, citing the ability of one of his athletes to 

communicate her ability to be mentally tough in a highly pressured situation: `this may be my 

first Olympic Games but it's not my first swim meet' (swimming 2). The coach considered 

that situations as challenging as this would simply not exist in situations other than sport. 

This coach was scathing in his consideration of the ability of other extra-curricular activities 

to develop the skills that swimming had developed in his athletes: 

I'd like to think that in terms of personable skills and 

attitude and goal setting and diligence I guess, that those 

athletes would be a level up on someone who's just a 

student at university, did their degree, even if someone was 

a member of a committee in halls or something like that-its 

just embarrassing and means nothing to me-if I was an 

employer, that wouldn't cut any mustard, so I think there is 

a big carry over. 

(swimming 2) 
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The sentiment underlying the previous quote was also evident, albeit to a lesser extent, in the 

perceptions of other sport coaches. In the following statement, the athletics coach struggled to 

provide an example of other extra-curricular activities that would be able to develop skills to 

the extent that sport could: 

It might not necessarily be sport, but it would be 

competition of some kind. I'm trying to think of an 

example that isn't sport that is like that ... 
I don't 

know.. . when people are doing role playing games or 

whatever, they're still trying to win at something. So that 

helps improve their focus a little bit, but you're struggling 

really...! mean, sport is the main thing you can do to 

develop your ability. 

(athletics 3) 

A similar attitude was voiced by the hockey coach, who recounted that sport might not be the 

only, or best, means of developing skills, but was the only environment in which skills could 

be conveniently measured. 

I think you can get them {skills} through a degree or other 

areas ... 
I think you find them easier to get in sport because 

you would become so immersed in a group that you 

become so comfortable with the group that you improve 

your interpersonal skills and your confidence in front of 

people with a group you become so immersed in. And I 

think it's easier for skills to come out in that area, rather 

than other walks of life, like your degree, for example. 

(hockey) 
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This correlated closely with graduate recruiter perceptions of the benefit of sport as a 

demonstrator of skills. Interviewees who discussed skills did not characterise these skills as 

sport skills. They were instead referred to as life skills, or transferable skills, that were not in 

any way unique to sport. In one example, leadership was discussed as a skill that could be 

developed in a variety of contexts: 

I don't think that being an athlete automatically gives you 

leadership skills...! think you can develop them in other 

ways ... I don't think they are unique to athletes. 

(telecommunications 1) 

A recruiter from the oil and gas industry expressed a similar sentiment, that skills could be 

developed in many environments. 

people who can demonstrate they can make other people 

do things-absolutely-is a skill.. . the things I like about the 

football captain or rugby captain are the same things I 

would also see in the person who organised the ball, 

or... climbed up K2 with 25 friends... extra-curricular 

activities definitely add something. 

(oil and gas 1) 

Sport experience was viewed positively by all recruiters, and some coaches believed that 

recruiters would be more likely to favour a student-athlete over a non-athlete in the 

recruitment process. This perception appeared to be reflective of the actual practice of some 

recruiters, given their highly positive perceptions of sport. These findings suggested that sport 
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provided a competitive advantage in the graduate recruitment process and is consequently the 

next theme to be discussed. 

Sport as a Competitive Advantage in Graduate Recruitment 

The quantifiable nature of sport has already been identified as highly attractive to the 

corporate sector. Recruiters perceived that sport offered a straightforward means of 

identifying a winner, or high achiever, and that sport provided clear, unequivocal examples of 

skills, such as focus or commitment to training. Perceptions of recruiters and coaches 

appeared similar in this regard. For example, an athletics coach (athletics 2) identified the 

accountability of sport events, using the 100m sprint as an example: 

Track and field is the most accountable sport in the world; 

because you run the 100m one time at 10.2seconds then 

you run it again at 10.18... you can get assessed pretty 

easily on your performance. 

Perceptions of graduate recruiters, particularly those with sport experience, mirrored the 

perceptions of sport coaches. A recruiter from the financial services sector discussed the 

uncompromising ability of sport to show that someone was a winner or a loser. 

In sport is it is so easy to find a winner.. . sport is 

uncompromising in saying you are better than someone 

else. And that person has to deal with that on a real 

basis... so, you are not winning... you are 3`d. And that's 

not told to you every day - you see that in the results - so I 

think that makes it have more of an impact and that 

probably is the difference. 
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Sport as a Developer of Skills 

Recruiters and sport coaches also perceived sport as attractive for its ability to develop 

interpersonal and mental skills and leadership. Each of these skills are now discussed 

separately, in terms of how they are developed, how they are beneficial to the athlete, the 

student and the corporate sector, how they facilitate potentially negative as well as positive 

outcomes and how they are evidenced. Their role in providing a competitive advantage in the 

graduate recruitment process is also discussed, and the trend to infer positive skills onto 

athletes, based on these perceptions, is considered. Transferability of these skills from sport 

to business is then presented as the last theme in the Chapter. 

The first of the skills to be discussed is interpersonal skills. 

¢ Interpersonal Skills 

Interpersonal skills were perceived by graduate recruiters to be both desirable, and developed 

by sport. Status as team or individual sport mediated the extent to which interpersonal skills 

were perceived to be developed, as previously discussed. Sport coaches and graduate 

recruiters perceived interpersonal skills were developed through sport through regular contact 

with the coach, team mates, media, sponsors and other relevant stakeholders. This high 

degree of interaction required the athlete to develop the ability to meet and manage 

competing demands by these stakeholders. Both vertical (interaction with coaches, team 

managers) and horizontal (team mates, competitors) communication was necessary in sport, 

so arguably sport heightened the athletes' ability to interact with individuals who occupied 

different levels of authority, which would presumably be perceived as beneficial to the 

corporate sector. Sport coaches also perceived social benefits that included widening the 

social circle of the athlete. This provided the athlete with `a solid social base and a group of 
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friends' (basketball 2), and facilitated the process of 'meeting new people, and having a 

different social circle' (tennis). Social benefits were also related to developing an ability to 

understand and interact with different types of people, some of whom the athlete might not 

like. An example of this was given by the basketball coach, who identified the need for 

athletes to act in a way that allowed them to strive together for a common goal: 

to get on the same page is a difficult job and I believe that 

in playing sports, you develop a lot of things - you learn a 

lot about people and about their behaviours. 

(basketball 1) 

Development of interpersonal skills appeared to have been affected significantly by the level 

to which the sport was played. Coaches perceived that the higher the level at which the 

athlete competed, the greater the pressure would be. This subsequently required the athlete to 

develop a more sophisticated approach to communicating with stakeholders, and to the 

management of competing demands. This may require heightened diplomacy if meeting the 

demand of one stakeholder would require compromising the demands of another. In terms of 

the competitive situation, the elite athlete was perceived as having more to lose if they failed. 

The role of interpersonal skills in this context was highlighted by the basketball coach: 

The higher you play, the more important your 

interpersonal skills are in terms of execution-if you 

execute poorly at a high level, your mistakes are going to 

be punished more severely. 

(basketball 2) 

Although graduate recruiters tended to refer to team sport when discussing interpersonal 

skills, individual sport coaches believed their sport also offered ample opportunity to develop 
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these skills. However again appeared to be affected by the level at which the sport was 

played. For example, an athletics coach identified the importance of well developed 

interpersonal skills for elite athletes, but believed this was not a demand exerted upon 2d 

team athletes: 

They have to learn to handle themselves much more 

effectively. The higher up you go in sport, the more 

demanding, believe it or not, the social side becomes, 

because you actually have to balance it - you have to be 

able to 1-get on with people, but 2-not allow them to 

interfere with your performances and your training and 

things like that. As you get to be a better athlete, more 

demands become apparent on you socially.. . the super elite 

guys are constantly being asked by their sponsors for their 

time and they've got to say no, but politely, and there are 

skills in that. 

(athletics 1) 

Many sport coaches identified improvements in the interpersonal skills of their athletes, 

following integration into the sport at university level. For example, a swimming coach 

discussed the improvements in the interpersonal skills of his swimmers that occurred as a 

result of their involvement in the university swimming club. The coach also believed that the 

athlete would be able to transfer this greater social ability into any other aspect of their life. 

This reflected a general belief by all interviewees that all the skills identified in this chapter 

were fully transferable to the corporate sector: 

In the last 6 months or whatever, they have totally changed 

their behaviour-what we see in terms of a change in their 
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social life, their interpersonal skills, their participation in 

the programme, their interaction with others, with the 

coaching staff, their confidence levels are much improved, 

they feel the benefits of that in all aspects of their 

university life. 

(swimming 1) 

An athletics coach similarly identified improvements in his athletes following participation in 

the university athletics club: `When they first come into the programme... awful... by the 3rd 

year, the majority will have improved quite considerably' (athletics 1) 

Interpersonal skills and teamwork skills tended to be identified as primary outcomes of team 

sport, and have been briefly discussed here. Conversely, mental skills tended to be identified 

as primary outcomes of individual sport. This constitutes the next theme to be discussed. 

Mental Skills 

A mental skill is a very general term applied in this context to any skill that is perceived to 

involve mental processes. Coaches and recruiters discussed mental skills at length, and the 

concept has already been briefly considered within the context of mental toughness earlier in 

the chapter. Use of the generic terminology of `mental skills', however, potentially leads to 

ambiguity in the reporting process, as the term encompasses a broad range of different, 

specific skills. Observation of interview data also identifies the idea that different types of 

mental skills appear to be applicable in different contexts; subsequently, there is justification 

to provide a clearer conceptualisation of the term. The researcher has divided mental skills 

into two sub-categories when discussing mental skill acquisition through sport. This specific 

conceptualisation is based on themes that emerged within the context of mental skills, as 

discussed by interviewees. The conceptualisation divides mental skills into two broad sub- 
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categories; personal management skills and mental toughness. The former concerns any skill 

relating to the logistical and organisational capacity of the athlete, which facilitates the 

smooth execution of training for and competing in the sport and includes organisation skills, 

decision making ability, goal setting and the ability to prioritise. 

Personal management... routine, ability to get organised, to 

be able to plan-at least with assistance or co-operation- 

what they are going to do to set targets, goals, and work 

towards them in a very disciplined, systematic way. 

(athletics 3) 

The hockey coach identified the importance he attached to developing personal management 

skills in his athletes: `the major thing I try to develop in the athletes is decision making skills- 

the ability to prioritise'. The ability to prioritise appeared to be a highly valued skill: 

'prioritisation, because they have to decide if they want to become an elite athlete' (athletics 

2). Personal management skills were perceived amongst coaches to be important in helping 

the athlete achieve balance in their schedule. This balance was perceived to be important, as 

it allowed the athlete to successfully combine an athletic career with other commitments, 

such as work: 

They've got to balance out their tennis, their work and also 

their social life and its hard to do the three well, 

really.. . they have to focus a bit more on what's 

important... they learn to prioritise. 

(tennis) 

Personal management skills appeared to be equated closely to managerial skills, as they 

involved the ability of the athlete to effectively self-manage their day-to-day commitments, 
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relating to both their athletic career, academic career and to their life in general. Personal 

management skills are not discussed independently in this theme, but are instead reported as 

interviewees refer to them; as facilitators or enablers to the development or elicitation of 

mental toughness skills, which are now discussed further. 

The second sub-category of mental skills, as conceptualised by the researcher, is mental 

toughness. This sub-category, as previously reported, includes any skill that facilitates high- 

levels of performance in the athlete under conditions of positive or mental stress. It appears 

that personal management skills facilitate the processes of mental toughness to occur and that 

both sub-components of mental skills are required to secure peak performance in the athlete. 

Mental toughness includes the ability to manage a win or a loss, the ability to perform under 

pressure, self-leadership, confidence, competitiveness and adherence to training. Adherence 

to training indicates qualities such as tenacity, a work ethic and discipline. Interviewees 

tended to discuss mental toughness more extensively than personal management skills, 

although both sub-components were identified as desirable. Group One graduate recruiters 

perceived mental toughness to be an important factor in the attainment of performance. In 

one case, a performance consultant referred to the need to be mentally tough in intimidating 

situations. He perceived that failure would result from lowered self-confidence, not a lack of 

talent or skill, in this particular context: 

You see a team of people and you think we are never going 

to beat them, they're bigger than us, but you do-that type 

of thing-that's not about leading, that's about overcoming 

mountains and about feeling you can overcome it and its 

not too big, and then realising its got bugger all to do with 

the size of the mountain, quite often its got to do with 

what's in your head. 

(corporate banking 1) 
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The men's football coach referred to the role sport played in developing specific sub- 

components of mental toughness. In this example, the need to evidence these skills in a sport 

context was identified as necessary to the attainment of success: 

It's about mental strength. It's about the willingness to do 

things that they think are beyond them. I'm very, very 

powerful when I ask them to do things, probably what 

they've not been used to doing... its about mental attitude, 

winning, and performing well, and for me, its not just 

about the winning, its about how you win. It's about the 

performance, and looking after yourself, and making sure 

that you've done the best that you possibly can. Having 

that mental strength to criticise yourself. 

(football M) 

The hockey coach identified the importance of being able to manage a loss, or to avoid 

complacency in the context of a win. This example also referred to the importance of self- 

analysis in facilitating this process: 

If you lose games or you lose important matches, you have 

to overcome that and look to the next challenge that faces 

you... even winning big games, sometimes you have to 

overcome that, come down off your pedestal to face the 

next challenge... in terms of emotions... it brings a real 

focus to what you are doing. 

(hockey) 
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A recruiter from the advertising sector supported the previous example given by the hockey 

coach, by identifying a similar need for self-analysis and feedback systems in a corporate 

environment: 

There are certain principles of sacrifice and self 

improvement and analysis-post match analysis and 

debriefing-that business has to take on board. 

(advertising) 

This identified the potential for feedback systems to be effectual in developing mental 

toughness and other skills in corporate employees. This added weight to the argument that 

skills and processes designed to enhance performance in sport are very similar to those 

required to enhance performance in business. 

Sport coaches and graduate recruiters perceived mental toughness to be a facilitator of 

success in any high-performance environment, including in an athletic or managerial context. 

The ability of sport to develop mental toughness was identified by an athletics coach, who 

believed a high-level athlete would be `a stronger person' and would therefore be 'able to 

handle themselves in any given situation'. Another athletics coach linked the concept of 

development of self-leadership (an element of mental toughness) as a benefit of sport: `I see 

it as potentially adding the individuals feeling of belonging and self worth' (athletics 2). A 

rugby coach identified self-motivation (a component of self-leadership) as important to the 

success of the athlete, both in terms of sport, and in terms of life in general: 

If they want to progress and do better and go higher in their 

rugby career... they've got to have the desire. Anybody can 

have the talents and the skills but you've just got to have 
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the desire and the hunger to do well-that's the main part of 

the equation. 

(rugby 2) 

Due to the dominance of mental toughness within interviewees' discussions of mental skills, 

the specific skills that constitute mental toughness are now discussed separately. These skills, 

as previously identified, are the ability to manage a win or loss, the ability to perform under 

pressure, self-leadership, confidence and competitiveness. Individual consideration of each of 

these skills constitutes the remainder of the discussion of mental toughness in this section. 

The first concept to be discussed is the ability to manage a win or loss. This is a skill that is 

discussed by many sport coaches and graduate recruiters. 

¢ Managing a Loss Effectively 

Sport was perceived to play a positive role in teaching the athlete to accept a loss, and to 

teach the athlete how to learn from this negative experience and try to rectify the mistakes or 

weaknesses that caused the loss to occur. Athletes are, by nature, competitive (reflecting an 

acceptance of the competitive structure of sport) and sport coaches identified the difficulties 

associated with losing. The basketball coach recounted his own experience of sport and his 

attitude towards losing a match: 

I'm not a bad loser, I can be graceful about losing-a team 

beats my team and they were better, I can accept that. But 

I just don't like to lose... I am terrible...! get sick every 

time I lose. 

(basketball 1) 

147 



The concept of losing was also discussed by the rugby coach, who identified the importance 

of recovering from a loss and using feedback to enhance subsequent performances. This 

appeared to be related to the use of a structured approach to feedback, discussed earlier in the 

chapter. 

When you are winning it's great.. . 
but when you are losing, 

you have to look at the reasons why you are losing, and it's 

very much a learning experience and seeing why you lost 

or your team lost, and how you as an individual might be a 

factor to your team losing. So it teaches you to look at 

weaknesses as say right, this is where I'm going to 

improve. 

(rugby 2) 

Some graduate recruiters acknowledged the ability to manage a loss as a valuable skill. In the 

following example, an advertising recruiter discussed the ability to take responsibility for a 

loss, as opposed to assigning blame for the loss on others, as indicative of effective 

teamwork: 

The need to say look, something's gone wrong, we need to 

fix it, I'm not interested in who did it wrong or why, lets 

just get on with it, that's certainly a sports trait... I think 

sport has certainly helped my ability to try not to hang 

around-to try and work out why things have gone 

wrong.... And we've still got this thing to win. 

(advertising) 
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The ability to lose was perceived by sport coaches as a skill that could be transferred to 

business. This was attributed to perceived similarities between environments: 

I think there are a lot of qualities - determination - how 

you face problems in the workplace-all top athletes have 

problems. They get to the point where they are operating at 

the edge and things inevitably do go wrong and the best 

and most experienced athletes by and large are the best at 

coping with, dealing with and managing those situations. 

(athletics 3) 

Interestingly, the example given earlier by the advertising recruiter may also have been 

indicative of skill transference. This recruiter had high-level sport experience, and may have 

been recounting his own experience of managing a loss in both environments. 

The ability to manage a win was also identified as a desirable outcome of sport. One coach 

identified the danger of complacency associated with repeated success, and discussed the 

inevitability of losing and winning and the associated importance of being able to manage 

both: `I think it gets them used to winning and losing, because they have to be able to cope 

with both' (tennis). Because athletes are highly competitive individuals, the experience of 

losing might be particularly detrimental to the athlete, which enhances the need for training to 

cope with this scenario. It is conceivable that high achievers in any environment might 

express similarly competitive qualities, and would therefore benefit from developing their 

ability to cope with losing. An athletics coach discussed how the psyche of high-achievers 

might differ from other individuals, in terms of competitiveness and the desire to win, and 

further considered the effect that this difference in psyche could exert on the impact of a loss: 
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If winning is the only thing you want to do and you lose, 

then obviously it's a big hit. If you go through life never 

expecting to win, and never striving to win, then when you 

lose, it's not such a big deal. I mean, there's this great 

saying, an old football coach I think said it: `Anyone who 

says winning isn't everything hasn't won anything'. 

(athletics 2) 

Elite and I" team BUSA sport involves regular competition; therefore, the experience of 

winning or losing appears inevitable. To win, an athlete must achieve peak performance, or 

performance which is greater than that exhibited by other competitors. At the elite level, 

coaches identify that any slight error in mental or physical ability can separate a win from a 

loss. In this context, the ability to maintain physical excellence under highly pressured 

conditions is perceived to be critical. This concept - the ability to retain peak performance 

under pressure - therefore constitutes the next theme to be discussed. 

Performing Under Pressure 

Sport coaches actively sought to develop the ability of their athletes to perform consistently 

under pressure. They believed that sport heightened the ability to operate under pressure, as 

athletes were regularly placed into highly pressured situations and so had experience of 

performing in this context. Coaches appeared to develop this skill through the use of 

psychologists (athletics, swimming), and/or a holistic approach to coaching the athlete (used 

by the football, rugby, athletics, swimming and football coaches in this study). `They develop 

certain skills that can operate under extreme pressure and intense situations' (swimming 1). 

This holistic approach reflected the need to develop the `whole package', or every aspect of 

the athletes' skill base, rather than just focusing on physical performance: 

150 



It's about the whole package and trying to get people to 

compete and cope in that situation is very demanding. 

(athletics 3) 

The ability to perform under pressure was valued by graduate recruiters. A recruiter from the 

financial services sector identified his preference for candidates that could relax in the 

interview setting. He viewed a relaxed demeanour as indicative of the ability to perform 

under pressured situations: `What you are looking for is somebody who ... might be nervous at 

the start of an interview but who relaxes very quickly'. He continued to discuss the 

importance of performance in the corporate environment: `(Our focus is) getting the best 

performance out of them'. 

The ability to perform under pressure is related to another component of mental toughness: 

the ability to self-lead, which was identified earlier within the discussion of feedback 

systems. Self-leadership involves the ability to regulate one's own mental responses in order 

to achieve specific outcomes. In the context of performing under pressure, the athlete is 

clearly demonstrating their ability to regulate positive and negative stress. This can be 

internal stress (physiological, mental) or external stress (such as crowd noise, or competitors). 

These stressors will elicit an emotional reaction in the athlete that has to be regulated 

efficiently in order that it does not impact negatively on performance. This appears to bear 

some relation to the concept of emotional intelligence, which was discussed briefly in 

Chapter Three. The concept is discussed here as self-leadership and constitutes the next 

theme. 

¢ Self-Leadership 

Sport coaches discussed the concept of self-leadership at length, identifying its desirability as 

a skill, and as a skill that they consciously sought to develop in athletes. As was the case with 

151 



mental skills, self-leadership encapsulates a range of skills. In this context, self-leadership 

refers to any skill that is used to regulate oneself to achieve the objectives of any given 

situation, such as self-esteem, self-leadership, self-coaching, self-assessment, self-awareness, 

self-motivation and self-confidence. Self-leadership skills were perceived to be developed by 

sport. For example, a swimming coach talked of the substantial improvements in self- 

leadership that occurred, following involvement of athletes in the university swimming club. 

He identified self-esteem, self-belief and a positive self-image as areas where `massive' 

improvements could occur: 

I would say without doubt there is a massive benefit of 

being in the programme, and so noticeable in so many of 

them, really. They develop over the years, their self- 

esteem, self-confidence, their self-belief, their positive 

self-image, it is just massive. 

(swimming 1) 

A basketball coach identified how sport had allowed him to develop a greater ability to self- 

lead, and described how he thought he would be able to transfer this ability to other areas of 

his life: 

I know that when I was in college, there was a big issue 

with time management and learning how to space my day 

so I wouldn't be too tired to practice or too tired to do 

homework or things like that.. . that's big... that's 

something that will help you later. 

(basketball 1) 
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Self-analysis was identified as an important area for development in the athlete, as identified 

by a rugby coach: ̀ they self assess on a regular basis' (rugby 1). The tennis coach identified 

how self-analysis was both developed by and necessary to sport. It appeared that coaches 

actively tried to develop this ability in their athletes: 

Learning to analyse themselves to see how they get better, 

and the practice that, and the put themselves on the line 

and see how they get on in competition, and then go back 

and practice that in training and work as a team and help 

each other out, and see when you're successful and when 

you're not, and learn from that. 

(tennis) 

Graduate recruiters also referred to the ability to self-analyse as both important, and 

desirable. A financial services recruiter explained how self-analysis was important in 

achievement of performance outcomes in a corporate environment. He discussed how this 

skill related to the practice of accepting ownership for sub-standard performance, and the 

subsequent ability to actively look for ways to improve the situation: 

It gives you the ability to be honest and not say yeah, its 

going alright-it's saying well, not its not-what am I going 

to do about it, and not lie to yourself... You are very self- 

aware in the results you are getting... because of the 

sport ... you sit there and think-I'm not where I want to be- 

and why the hell am I not there? Why don't we go back 

and see what I've done, what's wrong, what am I going to 

do differently. 

(financial services) 
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An athletics coach considered the role of sport in developing another component of self- 

leadership: self-confidence. In this example, low self-confidence amongst teenage girls was 

referred to as a potential area for development that sport could contribute to. The coach 

identified the role of sport in this context as particularly valuable, given that opportunities for 

developing self-confidence through other means, such as school, appeared ineffective: 

As a country we have a huge problem, where high schools 

just don't do sport anymore and there's not enough 

structured sport and there's that saying that `idle hands 

make idle work' - if kids have nothing to do, they'll get in 

trouble...! think teenage girls get a lot of self importance 

and self worth out of doing sport. 

(athletics 2) 

Another athletics coach identified components of self-leadership as extremely important to 

performance and success. He stated that an individual could receive all the training and 

knowledge in the world, but had to ultimately take ownership of their actions if they wished 

to be successful: 

In track and field our guys need to be self-starters, to be 

self disciplined, they need to know what the rules and 

guidelines are and what is needed to be done to become a 

top level athlete, but its up to them at the end of the day, to 

take ownership of what they do, so they have to be leaders 

of themselves. 

(athletics 2) 
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The ability to achieve self-fulfilment was discussed by an athletics coach. This may reflect 

the competitive psyche of the elite performer, where the desire to strive for goals is highly 

developed, and realisation of these goals is perceived as a means of achieving self-fulfilment: 

If people are having objectives and targets they work 

towards those and achieving them ... I think it's a means by 

which they can be more at one with themselves and feel 

more fulfilled. 

(athletics 3) 

Based on these observations, it could be argued that self-leadership is more highly developed 

in the psyche of an athlete than a non-athlete. Self-confidence, as discussed in the previous 

example, is considered here as a sub-component of self-leadership. However, confidence is 

now discussed further as a separate skill, due to the strength with which it emerges from the 

interview data. 

Con idence 

Sport coaches professed that sport develops confidence, and that confidence is required to 

play sport. This was attributed to a number of factors, such as winning: `For me, winning 

breeds confidence... success breeds success. The boys are now very confident' (football M). 

Graduate recruiters also regarded sport as a means of developing confidence, and expected 

student-athletes to be confident. For example, a recruiter from the oil and gas sector theorised 

that a graduate who has played rugby would be more confident than another student who 

does not play sport, and that this would be clearly evidenced during the interview process: 

`somebody who played in a team would be a lot more confident as an individual' (oil and gas 

2). A recruiter from the financial services industry stated that confidence was positively 

correlated with success, and that confidence could be developed through sport. He used an 
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example of how his most successful friends all possessed more confidence and all played 

sport, and suggested there was, therefore, a positive relationship between the two: 

Most of my friends, particularly those that are successful, 

were sports players. I think they just got more confidence- 

you're used to being with other kids, pushing yourself a bit 

and pushing yourself in an environment where other 

people are pushing you. 

(financial services) 

The women's football coach also described how she would expect her athletes to be more 

confident than students who did not play sport, or who played sport at a low level: 

I would certainly see more strength of purpose, I'd 

certainly see stronger individuals or a stronger collective 

spirit.. . they possibly would exude an air of confidence that 

others wouldn't exude that you can't really put your finger 

on. 

(football W) 

The basketball coach proffered a belief that significant differences in the confidence levels of 

athletes and non-athletes could be evidenced from an early age: 

When I work in schools, I can tell right away normally 

those kids that are involved in some kind of sports. .. by the 

way they follow instructions, how they walk, what skills 

they are able to perform as opposed to other kids that don't 

do anything-that sit in front of the TV, in front of the 
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computer - attention span is always something that you 

can look at and really the big difference is how well they 

follow instructions. 

(basketball 1) 

An athletics coach continued this trend, displaying a negative and stereotypical attitude 

towards non-athletes who participated in computer-based activities: 

I think sports people as a whole are more confident, more 

outwards sorts of people, they are hopefully the skills they 

learn in the discipline of training and how to apply 

themselves to a sport then can be transferred from sport to 

other aspects of life as well, so I think they're more 

rounded individuals than.. . the average computer nerd that 

spends their day eating doughnuts and talking to people on 

the Internet...! think that athletes are people that deal with 

people and are hopefully more comfortable around people 

themselves. 

(athletics 2) 

Coaches attributed development of confidence in sport to the demands that sport placed on 

the athlete. For example, the swimming coach described how confidence was developed 

through the self-esteem that the athlete gained through sport. At the time this swimming 

coach was interviewed, he was preparing an elite group of swimmers for Olympic 

participation. It is subsequently possible that the level of sport may have mediated the extent 

to which acquisition of self-esteem and self-confidence occurred amongst his athletes: 
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I think they generally have a lot of self-confidence because 

of the self esteem that (sport} builds and develops. 

(swimming 1) 

Sport coaches also regarded confidence as a skill that was required in sport: `Without 

confidence you can't really play sport' (basketball). This fits with an earlier supposition that 

sport does not just develop skills; it also evidences and strengthens them. The role of 

confidence in winning and achieving peak performance was also discussed by many coaches. 

For example, one athletics coach explained how physical ability alone could not guarantee a 

win, and that confidence carried the potential to provide a competitive advantage amongst 

high-performers: `The better ones I think, on average, are a bit more self-confident, a bit 

more assertive' (athletics 3). This was re-iterated by other coaches, such as the women's 

football coach, who asserted that confidence would improve performance, regardless of the 

physical ability of the athlete: 

I think dealing with a confident mind that is sure of 

themselves helps performance no matter how technically 

gifted they are, or how physically gifted. 

(football W) 

Similarly, graduate recruiters refer to confidence as an important factor in business. A 

financial services recruiter explained the role of confidence in any situation that involved 

interaction with others, or the achievement of a goal: `Anything that involves project or 

people management must have confidence' (financial services). The tennis coach described 

the improvements in confidence that he had observed in his athletes: 
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Probably an increase in confidence is the biggest thing. 

Confidence, more self-awareness, hopefully a bit more 

empathy with others. 

(tennis) 

The rugby coach considered that confidence was developed through sport partly as a result of 

the social status and kudos that was attached to being an athlete at Loughborough, in this case 

status as a 1St team rugby player: 

You get a lot of status and kudos from being part of the 

rugby team, which then leads quite naturally into being 

confident in social situations, you believe people are 

interested in you and what you have to say. 

(rugby 1) 

The potential for confidence to become arrogance, as a result of sport participation, was 

referred to by some coaches and Group One recruiters. A recruiter from the financial services 

sector voiced his concerns that confidence and arrogance were closely related: `Self 

confidence is important but if you go too far with self confidence, it can turn into arrogance'. 

This illustrated a general tendency for graduates with sport experience to be more critical of 

sport. These recruiters demonstrated an extremely positive overall attitude towards sport, but 

based on their experience of participation, were also more likely to question specific elements 

of sport in terms of skill acquisition. The men's football coach expressed similar concerns, 

that although sport developed confidence, it could also develop arrogance: 

You would possibly see a massive difference in personal 

attitude, in the way they go about things, they way they 

handle themselves, they are more - for want of a better 
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word - arrogant - because footballers or sportspeople - 

especially footballers - are arrogant people who know 

they've got the ability to go and behave and perform at a 

high level so the way they handle themselves above a 

normal person or student is that much higher. 

(football M) 

This concept was also highlighted by one of the rugby coaches, who related the potential for 

arrogance to the overall image, or ethos of the University in which the rugby club was 

located. He was referring to the `Loughborough arrogance': a perception that the University 

had become arrogant with regard to its ability to dominate British University sport. This was 

undoubtedly partly attributable to the fact that Loughborough University has retained the 

BUSA title for 25 consecutive years: 

Maybe it's the Loughborough arrogance, because 

Loughborough is looked upon as an elite sporting 

university. 

(hockey) 

One rugby coach recounted the way in which sport had helped him to develop self- 

confidence. This reflected a general trend by sport coaches and Group One graduate 

recruiters to discuss the ways in which sport could become a positive factor in the life of the 

athlete, or coach. In one example, sport was seen to be valued as a positive additional 

environment in the coaches' life, where then coach had developed self-confidence in an 

otherwise difficult adolescence: 

I think certainly as a teenager, sport was a massive, 

massive plus for me and I had terribly traumatic teenage 
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years, and I was a very good sportsman, and sport, I would 

say, is where all my confidence has come from 
... 

I am 

generally a very confident person and I'd say the core of 

that is being a very good sportsman when I was a young 

lad. 

(rugby 1) 

Some coaches remarked that it was easier for the athlete to develop confidence through their 

sport, because it was an area of the athletes' life in which they excelled. The hockey coach 

distinguished how expertise in the sport could encourage the athlete to be more forward in 

social situations: 

It's easier for them to be more confident and increase their 

skills in that situation (training hockey 3`d team) ... I think 

it's easier for them to come out of their shell. 

(hockey) 

The tennis coach also commented upon the idea that an athlete would develop confidence 

through sport, simply because it constituted the environment in which the athlete was most 

motivated to learn. This could be attributed to the fact that the athlete was good at the sport, 

enjoyed it, or was extremely motivated to win, and was therefore more receptive to skill 

development: 

I think the thing with tennis is that it is the thing they enjoy 

most in their life so if they learn through that, then they can 

easily go on to apply it to other things... if it's something 

they're not interested in, they probably won't pay as much 

161 



attention.. .1 think they gain a lot of confidence from the 

sport. 

(tennis) 

If the student-athlete was highly proficient in their sport, this might have given them 

confidence. This confidence may have also derived from inclusion in elite sport programmes, 

the presence of a supportive coaching structure, exposure to other talented individuals, 

preferential treatment based on their superior ability to play sport, a feeling of belonging (to a 

team) and the achievement of goals (winning). Confidence developed in sport was professed 

to be fully transferable to other environments. A rugby coach highlighted how confidence 

was not situation-specific, and that this also impacted positively on self-esteem: 

I think its not a situation specific confidence-it perhaps 

should be, but it isn't and that's the way it happens.. 
. 
it 

generally impacts on self esteem, its not ring fenced for 

`OK, I'm at Loughborough, I'm a rugby player here' -I 

think it transfers. 

(rugby 1) 

Confidence was sometimes discussed within the context of leadership. This suggested that 

there may be a relationship between the two skills: `confidence, in general... is what you'd 

look for in a leader' (rugby 1). The basketball coach also contextualised the role of 

confidence in leadership, and stated that leadership could be spawned from confidence (in 

addition to other mental skills). 

I think leadership is spawned from confidence-I think 

leadership is a mixture of confidence, communication 
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skills, decision making skills, and I think you get all those 

from playing sport. 

(basketball) 

It is clear that the relationship between sport and the development of confidence (and other 

mental skills) was regarded as a positive one, by both graduate recruiters and sport coaches. 

Mental skills, such as confidence, were regarded as central in preparing the athlete to perform 

in a competitive situation. However, the role of competition, although central to the concept 

of sport, has not yet been discussed. Therefore, the role of competition, and of 

competitiveness, is now discussed. 

¢ Competitiveness 

Competition clearly constituted an integral and central focus of sport, as without the element 

of competition, elite and BUSA 1$` team sport could not exist. It is unsurprising, then, that 

sport coaches frequently referred to competitiveness as a necessary component in the psyche 

of an elite performer: 

It's all about competition-if you haven't got that in you, 

you wont be successful.. .1 see it {competitiveness} as a 

positive, and something you must have in order to be 

successful. 

(hockey) 

Graduate recruiters also referred to competitiveness as a skill that was important in achieving 

high levels of performance in business. All of the graduate recruiters with sport experience 

demonstrated competitiveness, either through their competitive sport record or through 

examples. For example, an advertising recruiter discussed his own competitive nature: `I 
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really want to win. I hate losing'. He argued that a competitive nature would enable a 

graduate to continue in the face of adversity because of their deep-rooted desire to succeed: 

`when it's going wrong and the shit hits the fan, you are more likely to dig in and do 

whatever it needs to get it done' (advertising). 

The women's football coach regarded competitiveness as an innate quality and stated that 

everyone has an in-built desire to compete: 'I think no matter what anybody says, we all like 

to compete'. She regarded this innate desire as something that attracted the athlete to sport, 

and also described how this innate desire would be further developed by sport: 

I think the fact that someone wants to put themselves in 

some sort of game, whatever that game might be, there is 

some sort of competitive spirit there and the more you 

develop that - the more you put yourself in the competitive 

environment, then the more you possibly become 

competitive. 

(football W) 

The hockey coach offered a similar perception of competitiveness as an innate quality, and 

also discussed the developmental role that sport played: 

If you're playing at that level in any sport there's just an 

in-built competitiveness within you... I don't know how 

much its in-built, but sport - direct competition - face-to- 

face competition - is bound to bring out a competitiveness 

within you. 

(hockey) 
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Some sport coaches and graduate recruiters with sport experience referred to how 

competitiveness could pre-empt a desire to cheat, or behave unethically in order to secure a 

win. The basketball coach cited sport as an effective means of showing the athlete that bad 

behaviour would be penalised and should therefore be avoided: 

That's something you learn through sport ... 
if you do 

something bad in sport then you get penalised for it, or 

your team gets penalised for it. And it probably doesn't 

help the cause. 

(basketball 1) 

The basketball coach highlighted the role of responsibility in this example, stressing how the 

athlete was not only responsible for his or her own performance, but also held a responsibility 

toward the team. A further example was offered by this coach, with regard to the role of sport 

in acclimatising the student-athlete to the need to operate in a rule-bound environment: 

It's like that in the business world, in every job you'll ever 

have ... you'll rarely never have someone telling you what 

to do... so being able to do it in sports definitely helps you 

later 

(basketball 2) 

The importance of competitiveness, in addition to a range of mental skills, have been 

identified and discussed in this theme. However, the actual mechanisms that facilitate the 

development of these skills in an athlete have not yet been discussed. This concept is now 

considered in further detail. 

165 



Developing Mental Skills: The Role of Training 

Mental skills are perceived to be developed through sport via training, competition and the 

coaching structure. The role of training in mental skill development was identified by both 

sport coaches and graduate recruiters and adherence to training was perceived to develop 

personal management and mental toughness. In one example, a performance consultant 

referred to self-leadership, in terms of skills such as a positive attitude, self-motivation and 

confidence, as positive outcomes of the training process. He believed that these skills would 

also facilitate superior performance in a business environment, reflecting a universal belief 

amongst interviewees that skills developed in sport were also transferable to business. The 

skills that he directly referred to were mental skills that related to both mental toughness, and 

personal management 

If someone has taken sport seriously and got to a certain 

level, they have had to get up early to go swimming 5 days 

a week, before they go to school, or gone out on a 

Tuesday, Wednesday, Thursday night during the Winter 

when its horrible and cold and wet, if they've just really 

pushed themselves in pre-season training... then mentality 

wise I think they've got off their arse to do something. Its 

so much about attitude and obviously, confidence levels, 

etc... {in} the majority of cases, you'll find the intrinsic 

motivation in these people is very, very strong and once 

you've got that, you can mould it and ground it, the skill 

sets you can learn, the business skills you can learn.. 
. they 

would, as a rule, be better. 

(performance consultancy 1) 
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Consideration of the role of training in skill acquisition appeared to be arbitrated by the sport 

experience of the interviewee. Group Two graduate recruiters were much more likely to 

consider the role of competition, but not the role of training, when discussing the concept of 

skill acquisition through sport. Although these interviewees appeared to view the training 

process as beneficial, it appeared that their focus remained more strongly on the competitive 

element of sport. Conversely, there remained consensus amongst sport coaches, as well as 

Group One graduate recruiters, that training exerted an important role on skill development. 

Examples given by coaches and recruiters in this context were very similar, attributable to the 

fact that both possessed experience of high-level sport participation and a detailed knowledge 

of the training process and its role in skill acquisition. For example, the swimming coach 

recounted how the training process wielded significant demands on the athlete. His 

consideration of the demands of training bore striking similarity to that given by the 

performance consultant in the previous example: 

It takes a lot of dedication and a lot of mental strength to 

pull yourself out of bed at 4: 30am when it's raining and 

you know you've got a day of college ahead and you know 

you've got to train later in the evening. 

(swimming 2) 

Group One graduate recruiters were more likely than Group Two graduate recruiters to offer 

a more detailed consideration of the way in which sport developed skills. This was 

attributable to the fact that they possessed a more detailed knowledge of training for a sport. 

For example, a financial services recruiter gave an example of the temporal, nutritional, 

physical and financial demands of training for a sport. The constant demands and day-to-day 

rigours of the athletes' training schedule were clearly an important part of skill elicitation for 

this recruiter. This recruiter also negatively perceived individuals who did not participate in 

sport: 
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If you've got someone who is not competing for a sport 

who doesn't have to get themselves somewhere on a 

Saturday, who doesn't have to worry about what they eat, 

doesn't have to worry about their fitness, doesn't have to 

worry about their budget for how they are going to get to 

the next meeting... those are pretty valuable skills. 

(financial services) 

There is one more factor to consider that appeared to play a significant role in skill 

development and that is the role of the coach. The role of the coach was discussed by both 

graduate recruiters and sport coaches as an integral factor that contributed to skill 

development. Coaching was also regarded by Group One graduate recruiters as an important 

and desirable process that could, and should be employed to a greater extent in business. In 

sport, athletes receive regular coaching, and one of the goals of the coach, as discussed 

throughout this chapter, is to develop skills, such as mental toughness. Many recruiters 

believed that a coaching system in business could produce similar results; however, whilst a 

coaching structure remained central to development of the athlete, the same could not be said 

of the way in which the corporate sector sought to develop the executive. In fact, there was no 

comparable system available to executives. 

This contributed to an explanation of why the corporate sector was so willing to apply sport 

analogies and employ performance consultants that take the coaching practices of sport and 

apply them to business. It was perceived by some graduate recruiters that the practice of 

applying coaching techniques to business, as adopted in sport, could offer a valuable, tried- 

and-tested means of maximising performance. This appeared to bear particular reference to 

the argument that sport and business are two very similar high performance environments that 

are both perceived to demand the same or similar skills - and therefore mechanisms - to 

168 



achieve peak performance. One performance consultant developed this concept by referring 

to his own experience of coaching in sport and identifying its' potential for transference: 

I used to actually play for England Universities' football 

when I was at university, so I would draw a very big 

parallel between how you'd try to coach someone in sport 

and how you'd coach someone in business. 

(performance consultancy 1) 

It is possible to argue that the application of coaching principles to business would achieve 

positive outcomes in terms of performance and skill acquisition based on the perceived 

similarities between environments. It has also been argued in this chapter that both 

environments may attract high achievers who are capable of success in either environment. 

This may help to explain the perceived transferability of sport skills to business (the final 

theme discussed in this chapter), the positive inferences made toward student-athletes by 

graduate recruiters, the mediating effect of sport experience on the perceptions of graduate 

recruiters, and the existence of the `sport business metaphor'. 

This theme has highlighted the role of sport in developing mental skills and identified the 

desirability of specific mental skills to sport coaches and graduate recruiters. It has further 

provided a classification of mental skills into two sub-categories: personal management skills 

and mental toughness. The role of training and coaching has been considered in the 

development of these skills, and is also discussed in the context of competition, later in the 

chapter. Mental skills also appear to play a significant role in the development of leadership, 

and mental toughness actually includes self-leadership as a sub-component. There is, 

however, a strong justification for discussion of this skill as a separate theme due to the 

prominence of leadership in the interview data. Leadership is therefore the next theme to be 

discussed. 
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Leadership 

All graduate recruiters identified leadership as a desired skill. Almost all recruiters and all 

sport coaches agreed that sport develops leadership skills. This was often related to the 

concept of working in a team, as defined by a rugby coach: `Sport will definitely help develop 

leadership skills, as will anything that involves working in a team' (rugby 1). This sentiment 

was echoed by some graduate recruiters, who equated leadership ability with leading a team. 

The example of a sports captain was a frequently cited example. A recruiter for Aston Martin 

articulated this perception: 

If you are Captain of the football team you are showing 

you can lead.. . you can motivate others... . you drive for 

results-that's the 7`h Ford Leadership point-drive for 

results-you are there to see the end target and you are 

there to win. You are looked up to and admired. 

(automotive 1) 

A similar example was provided by a corporate banking recruiter, who related captaincy of a 

sport team to the ability to evidence leadership ability: 

If you can lead a group of people on a rugby or football 

field.. . that is quite often a good indicator of your ability. 

(corporate banking 1) 

Developing leadership ability in sport was commonly referred to in the context of captaincy 

of a team, but was also referred to in the context of exposure to leadership. Recruiters stated 

that leadership skills could be developed through sport without the athlete actually having to 
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occupy a leadership position, as exposure to leaders would impact positively upon their own 

development as a leader. The hockey coach explained how sport allowed this to occur: 

I can see how that comes because if you play sport you 

come into contact with people who generally have good 

leadership skills. 

(hockey) 

Another example of the benefits of exposure to leadership through sport was given by the 

hockey coach. In this example, the process of mimicry as a positive facilitator of leadership 

ability was remarked upon: 

If you play sport, you come into contact with people who 

generally have good leadership skills.. . so if you come into 

contact with people who have these good leadership skills, 

without being one yourself, I think some of them are going 

to... impact upon yourself, so that you, in a different 

environment, put in that position, might adapt to use those 

skills that you've come into close contact with. 

(hockey) 

Acquisition of leadership skills was linked in one case to development of communication 

skills, confidence and interpersonal skills: 

You can obviously have people in sport who aren't 

leaders ... even if I wasn't the leader of the team-I'd still 

develop better communication skills, confidence, good 

interaction, which would feed into leadership. And then 
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obviously you get the people who become natural leaders 

through sport. 

(basketball 1) 

Conceptualisation issues associated with leadership arise within the interview data. Although 

leadership was frequently identified as a desirable skill, and as arguably the most desirable 

skill a graduate could possess, clear conceptualisations of what leadership actually is, were 

rare. Only two companies (Ford and 3M) specifically defined leadership and had developed 

their own leadership model. These models were used as a central element in the recruitment 

process. Other companies also used leadership as a central focus in their recruitment strategy, 

but in doing so, failed to define leadership clearly. For example, Lloyds TSB re-named its 

Graduate Recruitment Programme a Leadership Programme, but the Head of Recruitment 

was unable to provide any definition of what leadership meant to her: 

I think leadership skills can very much be about that X- 

factor-I mean, we've talked to our graduates about this- 

there's no blueprint. 

(retail banking) 

The effect of previous sport experience amongst graduate recruiters, in the context of 

conceptualising leadership, was evident. Group One graduate recruiters were more likely to 

define what leadership meant to them. They were also more likely to express concern that 

some recruiters sought evidence of leadership, teamwork and other skills, but did not really 

understand what the terminology associated with those concepts meant. Some Group One 

recruiters also expressed concern that other recruiters favoured sport experience, due to its 

perceived role in skill development, but did not question this experience sufficiently to 

understand whether skills had actually been developed. 

172 



There are people in every organisation, including this one, 

who talk about the team, etc, but don't actually know what 

that means. 

(advertising) 

This lack of conceptualisation was particularly pertinent, given the fact that many recruiters 

referred to leadership as the skill they considered to be most desirable in a graduate. 

Leadership was often referred to in the context of the autocratic nature of the sport coach, and 

this raised the issue of potential for transferability of an autocratic leadership style to 

business. One advertising recruiter regarded the autocratic nature of the coach-athlete 

relationship as highly successful in sport, but questioned whether the athlete may respond as 

positively if the same leadership style was used outside of the sport environment. 

In a lot of sport environments, the coach will have an 

iron grip on things and in the work environment there 

can't be that same level of autocratic leadership, because 

just people kind of reject it. It's quite weird that in your 

hobby, you are happy to be told what to do, whereas in 

work you want a bit more of the two-way process. 

It is possible that an autocratic leadership style is more acceptable to a high-performance 

athlete, as goals and targets are so highly defined and the track record of success of the coach 

is clear. Deliverables in business are quantifiable, so there are grounds to assume that this 

kind of approach may produce positive performance outcomes, but only if adopted in the 

wider context of the way in which the entire coaching structure operates in sport (an 

overarching holistic approach). Whilst the coach is autocratic in the competitive/performance 

situation, such as during a game, heat or training session, there was clear evidence within the 

interview data that the wider coaching system relied heavily on a democratic `holistic' and 
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supportive approach to coaching the athlete. This concept was strengthened by the 

importance coaches attached to knowing their athlete, and tailoring their approach to each 

individual athlete. The hockey coach referred to the importance of this approach, in the 

context of developing leadership skills, but also identified that the autocratic approach in 

sport was not necessarily advantageous to other situations. Again, he was referring 

exclusively to the coaching style adopted in the competitive/performance context. 

A good leader will know their audience, because every 

leadership skills in sport is not necessarily applicable to 

another environment, so you have to know the people 

you are dealing with. But I do think that if you have 

created a leader within sport, they will have general 

qualities that they can transfer to other people, that will 

allow them to be good leaders. I do think there are 

certain ways of being a leader in sport that is just not 

applicable in other environments. 

(hockey) 

It appeared that elite/BUSA IS` team coaches shared a similar approach to coaching their 

athletes, which required significant adaptation of leadership style depending on the context in 

which the coaching was taking place. An autocratic style was used consistently where any 

type of athletic performance was taking place. This switched to a democratic, supportive 

approach whenever there was a non-competition/performance related coach-athlete 

interaction. 

This introduced an interesting point about culture in the university sport context. This was a 

widely practiced approach that produced consistently high levels of performance, and was 

geared solely to attainment of peak performance. It was clear from the interview data that 

174 



sport coaches valued the role of both on-competition autocratic leadership and off- 

competition democratic support, which indicated that both styles were perceived by sport 

coaches to be equally important in the development of skills and attainment of high levels of 

performance. It could be argued that use of this coaching structure might also carry positive 

outcomes for corporations, in terms of improving performance. Currently, corporations may 

be hesitant to fully integrate sport coaching approaches and systems into their training 

systems, due to the perceived reliance on autocratic leadership in the sport context. However, 

acceptance of autocratic leadership within a performance setting-within a wider context of a 

democratic, tailored system of executive support-may lead to highly efficacious outcomes in 

the corporate arena. This would also allow corporations to adopt the specific goals of sport, in 

terms of developing transferable skills, and to monitor development using the feedback 

approach upon which sport so heavily relies. It may also explain why many recruiters 

expressed dissatisfaction with corporate teambuilding activities, as the outcomes and benefits 

were often not quantified, and objectives in terms of skill development were often unclear. 

Leadership was often discussed in a metaphorical or analogous way. Graduate recruiters 

often used sport terminology in references to management and leadership. For example, the 

words `coach' and `training' were used by the advertising recruiter in his comparison of 

managers and coaches: 

I think a good manager is a great coach .... I think all our 

good managers... coach people and bring them on and they 

try and develop people's skill sets ... I think any aspiring 

manager in this organisation needs to be able to coach 

their team... essentially it's a real coaching role and its all 

about motivating people to achieve. And peak perform all 

the time. 

(advertising) 
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Comparisons of leadership in sport and business are discussed in more detail later in the 

chapter; however, transferability of leadership skills between the two environments is briefly 

considered here, as it appears relevant to a consideration of the role of the coach in the 

development of skills. The basketball coach considered that taking a leadership position in 

sport would also allow adoption of a leadership position in business: 

I think as a Captain, you have to delegate authority, or 

delegate your team mates and as a business man you have 

to do a lot of the same thing... so it's pretty much a direct 

parallel. 

(basketball 2) 

Another issue relating to leadership was the concept of whether leadership skills were innate, 

or whether they were manifested in the athlete as a result of socialisation. All sport coaches 

believed leadership was, to an extent, innate, and stated a belief that an athlete could 

capitalise on, and fully develop their leadership skills through sport. Thus, if an athlete was 

born with a low innate ability to lead, sport would still allow them to maximise their limited 

potential. Similarly, an athlete born with a high innate ability to lead would be able to fully 

exploit his or her potential through sport, and would, as a consequence, be more likely to 

achieve a captaincy or other leadership position within their sport or professional life. The 

swimming coach reflected upon the way in which leadership skills could be developed in an 

athlete, regardless of whether they displayed the attributes of a follower, or a leader: 

Some people will always be followers... but I'm sure those 

people who are naturally followers will have way more 

leadership traits through being involved in sport than they 

would have done if they just went through a normal 9 to 5 
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day of life, and they'd be absolute foot soldiers, rather than 

captains, or whatever. 

(swimming 2) 

An athletics coach offered a similar opinion; that not all athletes were natural leaders, and 

that each athlete may evidence differing potential to lead, but that sport would nevertheless 

maximise the leadership potential of each athlete: 

I guess that they could become better leaders, for sure. I'm 

not saying they're bad leaders you know, but I think that 

it's a skill that everyone can develop and become better at. 

(athletics 2) 

This perception was shared by individual and team coaches. Another example of the role of 

sport in developing the innate leadership potential of the athlete was given by the hockey 

coach: 

Someone who isn't generally a natural born leader - 

because they've been constantly in that environment for 10 

years or whatever... those leadership skills can impact upon 

them, and help make you a better leader. 

(hockey) 

The basketball coach offered another example of this concept, where he used his personal 

experience of developing leadership to illustrate his point. He referred to his innate ability to 

lead, that had required constant development through sport, for its potential to be realised: 
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I think that being a leader is something you are born with, 

but you have to develop... constantly develop... I've found 

that in different environments and different teams, it 

changes my ability to lead. 

(basketball 2) 

Sport coaches associated leadership and general skill acquisition through sport with 

potentially negative, as well as positive outcomes. Some coaches acknowledged that the 

ability of the athlete to be an effective manager may be mediated by the level of 

management/leadership at which the individual would be required to operate, and that the 

athlete might not be able to function as effectively at a lower managerial level. An athletics 

coach expanded upon this concern: 

There are reservations that I've got in terms of certain 

individual sport type athletes that wouldn't necessarily be 

good team players. If they are top management you'll 

probably find they are very good indeed. Not sure about 

middle management because they have to be much more 

team players, and not necessarily make all the decisions. 

They've got to defer to someone else and they have 

become very used to not deferring to someone else. 

(athletics 3) 

This may be attributed to perceptions that sport develops specific mental skills, notably 

mental toughness, that pre-dispose the athlete to leadership, but not to management. For 

example, an athletics coach related the highly developed mental toughness of athletes, such 

as competitiveness, to development of leadership: 
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I think also because athletes are very competitive, if you 

are going to be a leader you are going to have to be 

pretty damn competitive... and to be a leader of a 

company you have to be competitive against other 

companies. I think athletes are more used to that by a 

long way. 

(athletics 1) 

Sport coaches and Group One graduate recruiters tended to be more critical of transferability 

of skills, such as leadership, from sport to business. These recruiters acknowledged that 

athletes were used to operating in an environment where they were constantly exposed to 

other highly successful, highly motivated individuals, and were actively involved in a sport 

within which they were highly motivated to achieve. However, if the athlete then moved to a 

corporate environment where the peer group consisted of individuals who were less 

motivated than the athlete, this carried the potential to result in the athlete experiencing 

dissatisfaction, lower levels of motivation and subsequently, a related failure to achieve 

performance targets. Individual sport coaches also expressed concern that the attributes that 

made an athlete successful could be perceived as negative in other contexts. For example, the 

prioritisation and goal orientation required to succeed in sport might be interpreted as 

excessive self-focus, or inability to work in a team environment, by corporate executives. 

One athletics coach positively related success in sport to the degree of single-mindedness of 

the individual-but also regarded single-mindedness as a skill that might make the athlete 

appear dislikeable to work colleagues. Nevertheless, this was not viewed as detrimental to the 

leadership ability of the athlete: 

Athletes are usually very single minded, and you'll usually 

find that the better they are, the more single minded they 

are. Sometimes they are not very nice people, because of 
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that, but that doesn't mean they won't make good leaders, 

because most good leaders aren't particularly nice people- 

they are just people who will get things done. And they are 

not averse to pissing people off. 

(athletics 3) 

Individual sport coaches frequently discussed this concept. This indicated that the nature of 

individual sport was geared towards the individual, and not the team, and therefore carried 

the potential to impact negatively on the ability of the athlete to perform as part of a team. 

Another athletics coach identified this concern: 

With athletes perhaps there is a disadvantageous one 

(quality) - in some cases they might be very self- 

orientated and individually focused and in certain work 

environments that might be very good, and in other work 

environments, that might not be. 

(athletics 3) 

Another athletics coach (athletics 3) expanded on this concept by considering a potentially 

detrimental effect of individual sport participation on the willingness of the athlete to adopt a 

leadership position. This related to the mental skills that the athlete had developed, that would 

pre-dispose him, or her, to focus solely on themselves: 

Some {athletes} are so single minded that leading other 

people is not something they'd want to do, because they 

are so about themselves. And with athletics - track and 

field, sorry-not generic athletics-I think that's one of the 

issues. 
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Team sport coaches did not consider this concern in such detailed terms. For example, they 

did not think about the ability of the athlete to perform at different managerial levels. This 

may be attributed to a greater need to develop teamwork, rather than leadership, in these 

athletes. All interviewees regarded the leadership skills developed by sport as transferable to 

business. Interviewees did not regard the skills developed in sport (such as leadership) as 

sport skills; they instead conceptualised them as life, or transferable skills, and asserted that 

these skills could be developed through other means. An example of this was proffered by a 

rugby coach, who considered leadership ability to be facilitated by the acquisition of other 

skills, such as confidence, and not simply through straightforward involvement in sport. 

I don't believe you have to be a sportsperson to be a 

leader-if you are going to be a leader, you've got the 

quality-you've got to have that confidence in what you 

do, and you have to believe in what you do in what you 

are putting out there 

(rugby 2). 

Leadership has been identified as desirable to business, as developed by team and individual 

sport and as transferable to business. However, there is an additional factor to consider, that 

has not yet been acknowledged and this is the impact of role models. The benefit of being 

exposed to leaders in the sport context is now discussed in general terms as the ability of 

sport to provide role models, a concept referred to frequently by coaches. 

Role Models 

Many sport coaches recognised the role of sport in providing positive and potentially negative 

role models. A rugby coach associated the role of a sport coach with the need to provide 

athletes with examples of how to lead well, and also how not to lead. 
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If the coaches are good role models, they'll pick up 

leadership skills, they'll pick up the do's and don'ts, the 

maybe `how not to' model, but they'll certainly learn 

things from them and from their peers. 

(rugby 1) 

A coach figure was often referred to when considering the effect of a role model on the 

athlete. Peers were also regularly cited as positive role models. This related to an earlier 

discussion of how athletes could benefit from exposure to the many other highly motivated 

athletes in their sport club. One athletics coach acknowledged this type of exposure as a 

benefit of being an athlete in his sport programme. 

Spending time with people who are special - it's not just 

inspirational - it does have an effect on how you think, feel 

and behave. And if you are doing it in that situation on a 

very regular basis and there's not just one person who's 

special-if you are in a group of 20 very, very special 

individual... you are far more likely to get where you want 

to go in that kind of circumstance and environment. 

(athletics 3) 

This sentiment was echoed by the tennis coach, who understood that the environment at 

Loughborough University was a particularly motivational one for athletes, due to the high 

number of successful athletes that were currently studying and training at the University. 
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Just being around the university in general, there are a lot 

of world class athletes, they learn a lot from them as well 

so yeah, I do think it helps them a lot. 

(tennis) 

Coaches often referred to their own approach to leadership, which often involved consciously 

acting as a positive role model for the athletes. '1 always turn up on time and I'm never late 

and I expect the same of my athletes, so I try to lead by example' (athletics 3). Different 

coaches employed different leadership styles, but appeared to share a common belief in the 

importance attached to 'walking the walk', and tailoring their approach to meet the needs of 

each individual athlete. A swimming coach gave an example of how, on a daily basis, he 

arrived before the athletes, and left after them, in order to evidence the work ethic, 

commitment and discipline that he wanted his athletes to emulate: 

Without sounding like a hard arse about it, I'm saying hey, 

I'm here before you, I leave after you, so there'll be days 

for example where I'll get in at 4: 45am ... until 8pm. And 

that's my day-on more than one or two occasions a week. 

So you are showing people through your actions, that look, 

if you really want to maximise what you get out of it, then 

this is what you need to do. 

(swimming 2) 

A rugby coach sought the same goal - to `walk the walk' and be a positive role model to his 

athletes, by eliciting specific behaviours that he wants his athletes to emulate. In this 

example, the coach explained how he used this approach to develop the self-leadership skills 

of his athletes (self-analysis): 
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If you are very positive and encouraging to people, open to 

criticism yourself, I guess that's an ideal that most coaches 

would like to think they do well ... 
I guess you hope that 

there is a trickle down from it. 

(rugby 1) 

Some sport coaches regarded sport as a means of providing positive role models for athletes 

who had no positive influences in their life. The absence of a father figure, and the ability of 

the sport coach to provide a father figure, was considered by an athletics coach, who 

recounted his own role as father figure in this type of scenario. 

I coached a guy from the age of 13, from when he first 

picked up a pole to when he became an Olympic pole 

vaulter. His mum was a single working mum and he never 

saw his dad so for a period 12 years, I was the major male 

figure in this guys' life... like it or not, we are role models, 

and they can learn good or bad things from us, so I think 

we have an obligation to lead by example. I'm always 

courteous, always say please and thank you, and I expect 

the same from them. 

(athletics 2) 

Absence of a parental figure was also cited by the basketball coach as a potentially negative 

factor that could be countered positively by the presence of the coach in the life of the athlete: 

I know a lot of guys that didn't have such good family 

lives and they look up to their coach to help them at 

times... I know a lot of guys that their coach was more like 
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a father figure and it depends on the coach. Unfortunately a 

lot of kids don't have that influence from their homes, so 

they look for it elsewhere. 

(basketball 1) 

As previously noted, the sport coach was not always referred to as the role model. In some 

cases, interviewees referred to peers as role models. One athletics coach highlighted a 

potentially negative outcome regarding the lauding of peers as role models. He cited an 

example of how one promising athlete chose to mimic the behaviour of a successful older 

athlete, who combined his athletics career with an extremely active social life. This led to 

detrimental performance for the younger athlete, who unsuccessfully attempted to emulate 

this lifestyle. The athletics coach perceived that the older athlete had become an attractive 

role model due to his popularity and charisma, not his commitment to the sport. The potential 

for peers to act as inappropriate role models was also identified by a swimming coach. 

Certainly the stronger members of the team who have been 

away with me on camps or are on national teams... they'll 

be looked up to by people here, regardless of what sort of 

person they are-they could be an absolute bastard-but if 

someone sees them as being their peer, I guess, and they 

look up to them and have certain responsibilities, well, 

some people respond to it better than others. 

(swimming 2) 

Graduate recruiters also referred to the opportunity that sport provided for exposure of the 

student-athlete to leadership. A performance consultant offered his conception of how team 

sport exposed athletes to the process of leadership: 
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I could definitely, definitely see that it would make sense 

that people who were involved in team sports-the leaders 

of those teams would be better leaders or people who were 

part of it-because they are used to being around the process 

of leadership. And you know, part of it is mimicry-it's your 

job to do it now, the old captain did it, like this, so I'm 

going to do it like that. 

(corporate banking 1) 

This concludes a discussion of the skills that are developed by sport. Although the 

transferability of sport skills to business has been already been considered briefly in the 

context of other skills in this chapter, it is now discussed as a separate theme, as it constitutes 

a significant finding of the interview data. 

Transferability of Skills from Sport to Business 

All interviewees regarded the skills developed by sport as transferable to other areas of life, 

including business: 'I think in quite a big way there's a carry over from sport to business' 

(swimming 2): `They're the same-it's the same thing-you're talking about performance' 

(rugby 1). An athletics coach summed up the general trend amongst coaches to describe sport 

and business as extremely similar environments: 

I don't particularly see much distinction between the work 

environment and the play environment, because it's the 

same person and some of the qualities which are desirable 

for the work environment are also desirable for the 

environment on the athletics track. 

(athletics 3) 
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One swimming coach attributed his role as a coach to the development of the athlete as a 

person, not simply as a swimmer, which may explain why skills developed in sport were 

perceived to be transferable skills, not sport skills: `at the end of the day we always say we 

are not managing swimming, we are managing people' (swimming 1). The tennis coach 

similarly conceptualised skills developed through tennis as life skills, which were all fully 

transferable: 

I don't just think of it as tennis, I think of it as life skills, 

which they apply on a tennis court. The way they play the 

game is just like their personality, so it's definitely 

transferable ... they'll play tennis that way, they'll work that 

way, they'll do everything that way. 

(tennis) 

The women's football coach regarded the role of the sport coach to be that of assisting the 

athlete to realise their full potential. She argued that a coaching role could be adopted in any 

environment to attain this goal. This suggested that the coaching process could be applied 

successfully to any performance environment: 

If you are in the business of trying to develop the person 

and to make that person - to give the chance to that person 

to fulfil whatever potential they have-then it doesn't really 

matter where they are, whether its business, art, sport, 

whatever. 

(football W) 
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It is possible to develop arguments as to why perceptions of transferability were markedly 

strong amongst interviewees. It appeared that sport and business were regarded as high 

performance environments by sport coaches and Group One recruiters. Both of these groups 

recounted extensive experience of working or operating in both sport and business and so 

arguably were in the most informed position to draw judgements pertaining to the similarities 

between these two environments. These interviewees believed that both environments 

involved the development and elicitation of the same or similar skills, and also placed similar 

demands on the athlete. One may also argue then, that the same mechanisms may facilitate 

peak performance in both environments. This was reflected in the perceptions of these same 

interviewees: that business lacked the coaching and feedback systems that have been 

developed effectively by sport and that business would do well to adopt these systems. 

This partly explains the reason why the corporate sector appears enthusiastic in looking to 

sport for inspiration, and why the use of sport analogies and metaphors in business is so 

prevalent: because those levelling the analogies may have already achieved success in sport, 

and are therefore familiar with both environments. An example of this was proffered by a 

corporate banking recruiter, who argued the potential for sport to be a useful analogy in 

business: ̀ I think people are using sport as a good analogy to help people think more openly 

about themselves' (corporate banking 1). This recruiter went on to consider how sportspeople 

possessed a great deal of experience in the development of skills, and that corporate 

executives would do well to observe the way in which these sportspeople successfully applied 

such established and successful practices: 

Sport is an excellent, excellent way of getting people 

totally focused on things. You don't necessarily have to 

use the sport analogy to get teams to work more 

efficiently... but because sportsmen have been practising 

this skill for a long time, because they play sport all the 

188 



time, they are kind of more attuned to where they are 

going. 

(corporate banking 1) 

The tennis coach also recognised sport as an effective analogy for executives to learn 

through, due to its ability to provide such an obvious means of illustrating the importance of 

life skills in the attainment of successful performance outcomes: 

I think it's just something that a lot of people are familiar 

with - sport - and I think it can be an analogy for them to 

learn through, to learn general life skills through, and it's 

something they can associate with and be passionate about. 

(tennis) 

The concept of sport skills as life skills was taken one step further by a basketball coach, who 

referred to basketball as a microcosm of society. For this reason, participation in the sport 

was attributed to provide an extremely effective means of developing skills that were 

required in other areas of life: 

I think sport ... is an intensified microcosm of society... in a 

40 minute basketball game, you'll be pushed through 

hundreds of emotions and scenarios and pressured 

situations... it prepares you for conflict, for interaction with 

other people, negotiation with other people, to be a leader, 

to recognise your role within a group of people. 

(basketball 1) 

189 



A performance consultant linked sport and business as high performance environments, both 

of which required highly developed mental skills as pre-requisite: 

If the skill is to do with the way you manage your mind 

and you brain, then yes, that is transferable from sport to 

business and vice versa. 

(performance consultancy 1) 

One athletics coach extended this concept by suggesting that sport and business attracted the 

same kind of person, as both environments exerted similar demands and presented similar 

opportunities for achievement: 

I think they attract the same type of person, but one with 

physical skills and one with mental skills.. . or it's the way 

people decided .... 
I mean, I know one Olympic javelin 

thrower who works in the City as a stockbroker, so this guy 

is Olympic level but also a very driven business person 

too. 

(athletics 2) 

Many coaches also referred to the role of mental skills in considerations of skill transference; 

in fact, it was the only factor discussed by coaches in the context of how transferability was 

actually facilitated. The mental skills referred to by coaches in this context generally 

constituted sub-components of mental toughness. For example, the hockey coach considered 

that both sport and business demanded competitiveness, and therefore development of the 

skill in one environment would allow elicitation of the skill in the other. 
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I'd imagine that business would be quite similar to sport in 

the fact that its competitive-the competitiveness of it-and 

the fact that in most offices you are generally going to have 

to work as a team at some point... I'd imagine a lot of the 

benefits that you get from sport... particularly your ability 

to work with others and your interpersonal skills...! would 

see those as being really transferable to the business 

environment. 

(hockey) 

The hockey coach also associated competitiveness as a skill pre-requisite for attainment of 

success in sport and business, and also gave an account of how he considered elite athletes 

generally developed this skill. 

I would imagine a lot of businesses are very competitive 

because of the market society.. . you have to compete... in 

order to do that, you have to have.. 
. that inner drive to be 

successful... business is a bit like sport, there's always a 

ladder, there's always a next challenge-so if you yourself 

want to get to the top, you have to overcome certain 

challenges along the way, and you have to be geared up to 

not just accepting but overcoming those challenges, and 

that's something you can definitely get from sport. 

(hockey) 

Competitiveness was regularly identified by recruiters and coaches as a contributory factor to 

the transference of skills between sport and business. The women's football coach cited the 

positive role of sport in developing competitiveness, and also discussed how development of 
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this skill would subsequently allow the athlete to perform more efficiently in business, as the 

demands of business were so similar. 

I'm sure games hone a competitive spirit and if you're 

competitive I'm sure that makes you a better bet for big 

business. 

(football W) 

Sub-components of mental toughness and personal management were frequently cited by 

sport coaches as reasons why student-athletes were favoured in the graduate recruitment 

process. For example, the swimming coach cited skills relating to commitment, dedication, a 

strong work ethic, teamwork skills and interpersonal skills as skills that were both highly 

desired by graduate recruiters, and evidenced strongly by sport. 

I think with many high performers they have the skills that 

business or the work environment would require... these 

guys are 100% committed... they get up and start on the 

deck at 5: 15am for workouts and they're back at night, and 

at the gym during the day-and they are also studying...! 

think they like to recruit athletes... because they have that 

commitment and enthusiasm, and willingness to 

learn.. . team qualities, team players, develops self- 

confidence, can relate to others, can communicate. 

(swimming 1) 

Some of the coaches possessed business experience and therefore were able to comment 

knowledgably about the transferability of skills. The athletics and rugby coaches were 
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actively involved in performance consultancy work, so these sport coaches demonstrated 

experience of working in business, as well as sport. 

I don't think business and sport are that much 

different... I've worked in the business environment and in 

rugby, and it helped me to survive a lot in the business 

area... generally all the structures and the way business is 

won is the same way it is done in team sport. 

(rugby 2) 

The hockey coach recounted how a global company recruited a hockey coach into a senior 

role, based solely on his successful track record in sport. The coach subsequently achieved 

success in this corporate role. 

I know a lot of coaches that get employed by businesses 

because of their man management skills-a guy I used to 

coach with - David Whittaker - went on to work for Mars 

in a very, very high level job - because he was very 

successful as a coach and they viewed his man 

management skills as superb and he went on to be very 

successful in business as well. 

(hockey) 

A similar example was given by an athletics coach, who explained the attractiveness of 

Olympic athletes to corporations. Although most Olympians would never have worked in a 

corporate environment, they were nevertheless viewed as highly attractive candidates for 

senior management positions in some blue-chip corporations, based on the skills they were 
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perceived to have developed through sport, as described in the example below, given by an 

athletics coach. 

I know a lot of employers who will employ ex-athletes for 

jobs. I remember when I lived in Australia there was this 

scheme called O-Jobs-they were jobs for Olympic athletes 

and a lot of companies would try and employ past or future 

Olympians for their company because they felt it was good 

to have those sorts of people in their workforce. Generally 

ex-Olympians are very dedicated people who have a 

structured life. They transfer their energy from their sport 

to their work and can be very successful people. 

(athletics 2) 

Similarities were frequently drawn between sport and business and it became clear that 

coaches and many graduate recruiters perceived both environments as highly similar. This 

observation added weight to the argument that sport and business are both high performance 

environments that possess inherent similarities in the demands and opportunities they exert 

on an individual. An athletics coach identified specific ways in how these similarities were 

evidenced: 

You set plans, you operate accordingly, and you have 

systems for evaluating how far you've got. You sit down 

and have your meetings to decide what's gone right, what's 

gone wrong, you decide how far you're taking it... I guess 

the difference is in most cases would be that in 

management situations you are possibly talking about 
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money, and mostly in the sport coaching arena we are 

talking about personal satisfaction and achievement levels. 

(athletics 3) 

In the previous example, the athletics coach considered the only significant difference 

between environments to be the outcome. In business, the outcome is conceptualised as 

money, an extrinsic factor, but in sport, the outcome is conceptualised in terms of 

development of personal satisfaction and achievement levels, an intrinsic factor. 

The concept of the `sport business metaphor' has been discussed in earlier chapters, and was 

apparent in this phase of the research, as many interviewees referred to the growing use of 

performance consultancies in the corporate sector, and to the use of sport analogies and 

potential for transference of skills between environments. These consultancies apply sport 

principles within a corporate context, as a means of improving corporate performance. One 

athletics coach explained the attractiveness of the performance consultancy as a means for 

executives to be inspired by elite athletes: 

If there are people in the world of sport who have operated 

at the very highest level under the most intense pressure in 

front of huge audiences-so for aspiring business execs, it 

tends to be inspirational. 

(athletics 3) 

This sentiment was echoed by another athletics coach, who referred to the motivational 

qualities of athletes and explained how this made sport attractive to executives. 

A lot of top sports people become great speakers and 

motivational talkers at big, corporate companies and big 
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companies like to hear what they have to say about their 

experiences. So you know, people like Steve Redgrave are 

probably making a lot of money now from that, telling 

companies like KPMG how he won 5 Olympic Gold 

medals. 

(athletics 2) 

The basketball coach similarly acknowledged the ability of the elite athlete to motivate 

executives into achieving higher levels of performance: ̀ a lot of athletes or former athletes 

are going on tours and sharing their experiences to the business world because it motivates'. 

An athletics coach thought that corporations like to attach themselves to sport, because they 

felt they would be perceived to be successful by association, if the athlete or team to which 

they are attached achieved success. This offered an explanation as to why many companies 

sponsored athletes and teams, even though their product or service was in no way related to 

sport. 

I think that corporations like to attach themselves to sport 

because if that sport is doing well, and they are attached to 

it, they are doing well. Similarly, countries have done the 

same thing. 

(athletics 3) 

One advertising recruiter explained how his company has adopted exactly this ethos, based 

on the positive perceptions of sport held by his CEO. 

There is a book called Peak Performance, which is written 

by our CEO, that takes 8 or 9 of the worlds leading sport 

organisations, and identifies what the 10 traits are that they 
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have that make them superb and follow peak performance, 

and he applies that to business, so its these things you 

need, so its things like, you need inspirational players, you 

need back room staff, all sort of things, he used teams such 

as the F1 Williams team, Bayern Munich, the Yankees, 

things like that. 

(advertising) 

A high level of consensus emerged clearly amongst interviewees with regard to the potential 

for sport to develop the skills that business required, and the fact that these skills were all 

transferable. However, there were also concerns levelled against the motivation of the athlete 

to transfer these skills; just because the athlete had the potential to transfer skills, they may 

still lack the motivation to do so and thus, skill transfer may not occur. The basketball coach 

recognised this concern, highlighting the fact that it was the individual choice of the athlete as 

to whether they made the decision to transfer skills: 

I believe there is a lot of things that carry over to business - 

the positive and the negative... it all depends on the person- 

what they are willing to take with them. 

(basketball 1) 

An athletics coach questioned the athletes' level of motivation outside of the sport 

environment, and indicated that the individual may not be as interested in achieving their 

goals in a corporate setting: ̀ I think you'd find that it won't always transfer directly to other 

things, unless they are motivated' (athletics 1). Although this concept has been previously 

discussed with regard to achievement motivation, it is also mentioned here as it appears to 

affect skill transference. The coach in the previous example went on to suggest that if the 

athlete was motivated in the corporate environment, they would achieve high levels of 
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performance, but if they were not motivated, they might actually perform to a lower level 

than non-athletes in the same context. This was attributed to the fact that athletes were used 

to performing around other highly motivated and talented individuals: `if they are doing a job 

that isn't (motivating}, I think you'll actually find they are worse'. The coach stated that 

athletes were unlikely to remain in an environment that they found un-motivating: 

They are used to having high motivation levels and if they 

don't like what they are doing, I think you'll find they are 

less likely to just plod along and just do things-they are 

more likely to change the job and move about until they 

find something they like. 

These examples acknowledged and elucidated upon the role of motivation in transferability. 

An athlete may be regarded by graduate recruiters as a more appealing candidate based on the 

attractiveness of certain skills. For example, the hockey coach explained how athletes would 

appear more glamorous and desirable to a recruiter than non-athletes, based on the skills that 

they had acquired and evidenced through their sport: 

The skills that they develop-the interpersonal skills, the 

fact they will be able to manage their time to be able to do 

a degree and be successful at sport -I think these factors 

will make them quite glamorous, to be far more glamorous 

to be employed than someone who has just gone out and 

done their degree... they're obviously very highly 

competitive and obviously very driven and motivated. And 

I think just that high motivation factor is something that is 

going to lend itself very well to business. 

(hockey) 
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The rugby coach similarly identified achievement motivation as a skill inherent in athletes: 

You're very fortunate in sport to have generally a much 

greater level of achievement motivation-it's what 

motivated people do, what they're doing, because they 

actually enjoy what they're doing. 

(rugby 1) 

This concludes the presentation of the findings of the qualitative research, which will also be 

discussed in further detail, where relevant, in the Discussion and Conclusion chapters. 

Summary 

A number of key findings have been identified as outlined below, which will be expanded 

upon in the final two chapters of the thesis. 

Firstly, the research identified that mental skills can be divided into two sub-components. 

These sub-components refer to different types of mental skills that appear to be applicable in 

different contexts. These sub-categories are personal management skills and mental 

toughness. The former concerns any skill relating to the logistical and organisational capacity 

of the athlete, which facilitates the smooth execution of training for and competing in the 

sport and includes organisation skills, decision making ability, goal setting and the ability to 

prioritise. The latter, mental toughness, is distinct from personal management in that it refers 

to any skill that the athlete uses to achieve high levels of performance in any situation where 

positive or negative stressors are present. It appears that personal management skills facilitate 
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the processes of mental toughness to occur and that both sub-components of mental skills are 

required to secure peak performance in the athlete. 

Secondly, self-leadership, a sub-component of mental toughness, encapsulates those skills 

that are required to mentally regulate oneself, in order that the objectives of any given 

situation are realised. Self-esteem, self-leadership, self-coaching, self-assessment, self- 

awareness, self-motivation and self-confidence are all sub-components of self-leadership that 

emerged from the interview data. In addition, these skills, and all other skill perceived to be 

developed in sport are regarded as transferable/ life skills, not sport skills. 

Thirdly, sport and business are both perceived to be high performance environments that 

require similar skills and potentially require similar mechanisms to facilitate peak 

performance. It is therefore arguably possible to classify sport and business as sub-categories 

of a more general concept of a high performance environment. 

Fourth, skills are perceived to be developed in sport via specific mechanisms. These are 

identified as a holistic approach to coaching, feedback systems, development of mental 

toughness, and provision of a new, or additional learning environment. Fifth, in sport, the 

coaching style used in a competitive context appears to be almost always autocratic, but the 

coaching style used in a non-competitive context is generally democratic; both appear to be 

equally valued by sport coaches. This suggests that application of sport coaching principles to 

business would require development of a similar approach. 

Sport experience appears to give a competitive advantage to graduates in the recruitment 

process, although this is interceded by the type and level of sport experience of the graduate, 

and of the graduate recruiter. 
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The main objective of semi-structured interviews was to identify whether sport is perceived to 

develop the skills that are perceived to be characteristic of the effective manager. The 

research showed that leadership, interpersonal skills and mental skills were the skills the 

corporate sector desired most strongly and that these were perceived to be developed by sport. 

Thus, there is a high correlation between the skills that are perceived to be developed by sport 

and the skills that the corporate sector desires. 
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CHAPTER FIVE: QUANTITATIVE ANALYSIS 

Introduction 

This chapter reports the results of quantitative research, which aimed to address the third 

research objective and to identify whether athletes are perceived to have greater leadership 

skills than non-athletes. This is to be achieved by measuring and comparing the perceived 

leadership ability of student-athletes with student non-athletes, using the Multi-Factor 

Leadership Questionnaire Form 5X (MLQ). The terms associated with the leadership 

behaviours measured in the MLQ were presented and discussed in Chapter Three, and are 

also provided in the Glossary of Terms at the beginning of the thesis. 

The qualitative research undertaken in phase two of the research identified that the corporate 

sector held positive perceptions toward sport, with regard to its ability to develop skills, and 

often inferred skills, such as leadership, onto athletes. The research also identified leadership 

as the skill desired most highly by the corporate sector and thought to be developed by sport, 

which provides a rationale for the specific study of leadership that is now reported in this 

chapter. 

Results 

Firstly, statistically significant differences in means are reported and the possible implications 

of these outcomes are considered. Means and Standard Deviations for each leadership 

behaviour (SELF and OTHERS ratings) are presented in Tables 5.1 and 5.2. Statistical 

differences in means are then reported in Tables 5.3-5.6. This is followed by identification of 

correlations that emerge between the observed statistical differences in leadership behaviours. 

Identifying correlations between behaviours enables relationships that emerge from the data 

to be identified. 
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Reporting Dj frrenees in Means 

Table 5.1 SELF Ratings 

Leadership Construct Mean (athlete) SD Mean (non-athlete) Sp 
Contingent Rey+ard 3.01 

. 
57 

. 
75 55 

Inspirational Motivation 3.15 
. 57 2.92 57 

Intellectual Stimulation 2.85 
. 69 2.68 

. 50 
Charisma Attributed 2.89 

. 48 2.56 69 
Charisma Behaviour 2.86 

. 
68 2.55 

. 
54 

Charisma Combined 2.79 
. 
48 2.55 52 

Laissez Faire 1.24 1.01 0.93 
. 
64 

Mgmt by Exc. Active 2.49 
. 
72 2.10 

. 
61 

Mgmt by Exc. Passive 1.39 
. 
86 1.37 

. 
74 

Extra Effort 2.81 
. 
59 2.41 

. 61 
Effectiveness 3.11 

. 57 2.85 
. 51 

Differences in means were observed for all leadership behaviours. Athletes SIIF-rated 

themselves more highly than non-athletes for all transfornmational behaviours and 

transactional behaviours. Athletes also SELF-rated themselves more highly in laissez-faire 

(non-leadership) behaviour. 

i Table 5.2 OTHERS Ratings 

Leadership Construct Mean 

(athlete) 

SD Mean (non-athlete) SD 

Contingent Reward 2.87 
. 50 2 w; i9 

Inspirational Motivation 2.99 
. 64 2.76 64 

Intellectual Stimulation 2.79 
. 70 2.51 

. 48 

Charisma Attributed 2.91 
. 61 2.63 

. 70 

Charisma Behaviour 2 67 
. 58 2.47 

. 64 

Charisma Combined 2.85 566 2.56 
. 61 

Laissez Faire 1.14 
. 68 0.9 

. 66 

Mgmt by Exc. Active 2.32 
. 62 1.96 

. 67 

Mgmt by Exc. Passive 1.36 
. 
75 1.37 

. 66 
[Extra Effort 3.15 

. 68 2.48 
. 
70 

Effectiveness 2.85 
. 
68 2.63 

. 65 
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Differences in means of OTHERS ratings were consistent with differences in SELF ratings, 

where OTHERS mean scores for athlete ratings of transformational, transactional and laissez- 

faire behaviours was higher. 

Cronbach's Alpha reliability coefficients were then calculated for each dataset (pertaining to 

each leadership behaviour measured by the MLQ) before further statistical tests were carried 

out on these datasets. The Cronbach's alpha coefficient measures internal consistency of 

items in a scale, and ranges from 0 to 1, where a high score indicates a high level of internal 

consistency. Alpha coefficients ranged from 0.6 - 0.8 for all leadership behaviours (SELF 

and OTHERS ratings), with the exception of two leadership behaviours: Individual 

Consideration and Satisfaction. These datasets were omitted from subsequent statistical 

analyses as the low Alpha values indicated low internal consistency. Alpha values are 

specified in Appendix 2.4. 

ANOVAs and the Mann Whitney Test were then conducted, to identify whether these 

differences in means were significant. Significance levels (P-values), F values and Levene's 

statistics are reported in Tables 5.3-5.6 for all Full Range leadership behaviours, as measured 

by the MLQ Form 5-X (transformational behaviours, transactional behaviours, outcomes of 

transformational leadership and laissez-faire behaviours). The Levene's statistic indicates 

whether the assumption of homogeneity of variances has been met for each dataset. A non- 

significant Levene statistic indicates that a parametric test of significance (ANOVA) is an 

appropriate test to identify statistical significance in the differences in means reported earlier 

in Tables 5.1 and 5.2. If the Levene statistic is significant, it indicates that this assumption of 

homogeneity of means has been violated. In cases where the Levene statistic is significant, a 

non-parametric test of significance (Mann Whitney) is a more appropriate test. Thus, the 

significance levels (P-values) reported in Tables 5.3-5.6 constitute both parametric and non- 

parametric tests of significance. 
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Transformational Leadership Behaviours 

Table 5.3 identifies significant differences in means for the transformational behaviours of 

Inspirational Motivation (IM), Intellectual Stimulation (IS), Charisma Attributed (C-A), 

Charisma Behaviour (C-B) and Charisma as a combined score (C-C), where p<0.005. 

r Table 5.3 Significant Differences in Means - Transformational Leadership 

Leadership 
Behaviour 

Sig. F Levene's 
Test 

IM SELF 0.023 5.278 
. 
666 

IM 
OTl I ER 

0.052 3.825 
. 897 

IS SELF 0.079 3.122 
. 
021 

IS OTHER 0.038 1.452 . 000 
C-A SF1.1 0.001 10.729 

. 001 
C- 
AO"IIIER 

0.036 4.464 
. 
669 

C-13 SELF 0.003 9.297 
. 195 

C-13 
O'IIIER 

0.073 3.272 
. 
432 

C-C SEI .F 
0.001 11.798 

. 604 

C-C 
OI'IIER 

0.039 4.364 
. 
739 

Leadership 
Behaviour 

Mann-Whitney 

C-A 511.1' 0.008 
IS SELF 0.08 
IS Ol'IlFR 0.13 

SELF and OTHERS ratings of Inspirational Motivation, Charisma-Combined and Charisma- 

Attributed behaviours and SELF ratings of Intellectual Stimulationare all significantly 

different. Athletes are therefore perceived to demonstrate significantly greater leadership 

ability that non-athletes in all of these transformational behaviours. 'T'hese findings are 

strengthened by the consistency in ratings between the SELF and OIf IERS scores. 

Differences in means are also significant for O"1'1IERS ratings of' Charisnha-I3chaviour. 

Athletes are thus perceived to demonstrate significantly greater IS and C-E3 than non-athletes. 
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Transactional Leadership Behaviours 

Table 5.4 identifies significant differences in means for the transactional behaviours 

contingent reward (CR), Management-by-Exception Active (MbyE-A), Management by 

Exception Passive (MbyE-P), where p<0.005. 

r Table 5.4 Significant Differences in Means - Transactional Behaviours 

Leadership 
Behaviour 

Sig. F Levene's 
Test 

CR SI. I. 1" (1.01 I (,. 592 
. 890 

CR (it 11ER 0.020 5.564 
. 
330 

MbylE, -A SELF 
. 008 12.648 

. 223 
MbyE-A OI IIER 0.002 9.665 

. 
125 

M by E Passive 
SELF 

. 
885 

. 021 
. 
112 

M by E Passive 
01,11N. R 

. 
790 

. 
071 

. 
119 

Leadership 
Behaviour 

Mann-Whitney 

M b, I: I'a,; i, e 
SHA., 

2{219 

M by I', Passive 
OIIII? R . 869 

SELF and OTHERS ratings of Contingent Reward and Management-by-Exception Active are 

significant. This provides evidence that athletes are considered to demonstrate significantly 

greater leadership ability that non-athletes in both of these Passive Avoidant transactional 

behaviours. These findings are strengthened by the consistency in ratings between S1Ii and 

OTHERS scores. This finding supports the assumption developed from the review of 

literature which suggests that athletes will exhibit significantly higher CR behaviour than 

non-athletes as a result of the highly contingent reward nature of sport environment. The 

highly significant differences in MbyE-A are also of interest. This behaviour identifies the 

pro-activeness of the student in monitoring and fixing errors, problems and mistakes and the 

research shows that athletes are perceived to demonstrate this ability. 

Differences in means were not significant for MbyE-P. This indicates that the tendency to 

behave in a reactive way, and not act until problems occur, or mistakes are made, does not 
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differ significantly in athletes and non-athletes. This finding is strengthened by the 

consistency in ratings between SELF and OTHER MbyE-P scores. 

Outcomes of' Translhhrmational Leadership 

Table 5.5 identifies significant differences in means for the outcomes of transformational 

behaviours: effectiveness (EFF) and extra effort (EE). 

Table 5.5 Significant Differences in Means - Outcomes of Transformational Leadership 

Leadership 
Behaviour 

Sig. F Levene's Test 

ITSI; I. 1 0.000 41.367 
. 
427 

Eli O TI Il? R 0.001 12.078 
. 
828 

EFFSELF 0.000 14.079 
. 168 

EFF OTHER 0.039 4.319 
. 
309 

Difference in means for SELF and OTHERS ratings of Extra Effort (EE) and Effectiveness 

(EFF) are significant. This provides evidence that athletes demonstrate significantly greater 

outcomes of transformational leadership than non-athletes. These (endings are strengthened by 

the consistency in ratings between SELF and OTHERS scores. It was predicted that athletes 

would score significantly higher in EE and EFF, in addition to transformational hchaviours, at 

the start of the chapter. These findings produce evidence that athletes both demonstrate 

greater transformational ability, and that this ability also leads to greater performance 

outcomes. 

Laissez Faire 

Table 5.6 identifies significant differences in means for Laissez Faire leadership (SI, LF and 

OTHERS) ratings: 
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Table 5.6 Significant Differences in Means - Laissez Faire 

Leadership Sig. F Levene's Test 
Behaviour 

Laissei I airy . 075 3.207 
. 
000 

SELF 
Laissez Faire 

. 011 6.645 
. 415 

tTI I IFR 
Leadership Mann Whitney 
Behaviour 

Laissez Faire 0.43 
SELF 

OTHERS ratings of Laissez-Faire are significant, but SELF ratings are not significant. This 

indicates that athletes are perceived by others to demonstrate greater laissez-Faire behaviour. 

Laissez-Faire describes a 'non-leadership' approach, where no leadership is exhibited; 

athletes were perceived to exhibit this behaviour, despite also being perceived to score 

significantly higher in transformational leadership behaviours. There are two possible reasons 

for this finding to have occurred. The coach is rating a student-athlete who already trains and 

competes at a high-level alongside studying for a degree, but can still identify laissez-faire 

behaviour. Laissez-faire behaviour may therefore be indicative of higher standards of the 

coach. It may be that the coach is more able to identify laissez-faire behaviour, or is more 

conscious of improving it. This concept is further elaborated in the Discussions and 

Conclusions section. 

Bivariale Correlation 

Bivariate Correlations identify whether leadership behaviours, as measured by the MI, Q, are 

positively or negatively correlated, or demonstrate no correlation. If two behaviours are 

positively correlated, this indicates that one can predict the presence of the other. For 

example, if charisma and extra effort are highly positively correlated, this means that a high 

score in one predicts the presence of the other. Equally, a high positive negative correlation 

between these behaviours would predict the absence of one, in the presence of the other. This 

is important as identifying relationships in this way allows further opportunity for analysis 
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when triangulated with qualitative findings in the following chapter. The Full Range Model of 

Leadership reported in the systematic review theorises that transactional behaviours interact 

positively with transformational behaviours to produce more effective leadership. In this 

study it was therefore anticipated that the same relationship would occur. A particularly high 

correlation was predicted to occur between contingent reward and transformational 

leadership. This anticipation was based on the findings of the interviews, which identified use 

of a Contingent Reward coach and coaching structure. 

It is necessary at this point to identify the way in which correlations in the data were 

interpreted, because this affects the way in which the findings are subsequently reported 

Guilford (1956) provides assistance in interpreting these coefficients, stating that a correlation 

coefficient of less than . 
20 is demonstrative of an almost negligible relationship. Correlations 

of' . 
20 to . 

40 report a low correlation, with . 40 to. 70 indicating a moderate correlation, . 
70 to 

. 
90 as a high correlation, and . 

90 or higher as indicative of an extremely strong and 

dependable relationship. Negligible, moderate and strong positive and negative correlations 

are identified in the data. The most significant findings are now presented in a series of tables 

and their implications discussed below. Findings are divided into sub-groups, as it is the intra- 

group, not inter-group correlations that are significant and of interest to the researcher. "These 

sub-groups constitute the bivariate correlations present in Athlete SELF Ratings (Table 5.7- 

Table 5.8), Athlete OTI IERS Ratings, Non-Athlete SEIF Ratings, and Non-Athlete OTI IERS 

Ratings. Group I (Athlete-SELF and Athlete-O"II I[ R) correlations are the first to he 

presented, followed by Group 2 (Non-Athlete SELF and Non-Athlete (YFI Il-, R) correlations. 

Jdentitying Group 1 Correlations 

r Table 5.7 Contingent Reward: Bivariate Correlations (Athlete SELF Ratings) 

ATHLE'T'E Charisma Charisma Charisma Inpirational Intellectual Et7ectivencss Laissez M by li 
SELI' Attributed Behaviour Motivation Stimulation Faire Passive 

RATINGS 
Contingent . 

718 . 
641 6- 

. 
58.1 . 714 61-1 ; 

-.; Hb 
Reward 
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As predicted, a high positive correlation was observed between contingent reward behaviour 

and charisma, inspirational motivation, intellectual stimulation and effectiveness in the 

Athlete SELF ratings of leadership. Contingent Reward behaviour was highly negatively 

correlated with management-by-exception passive (avoidant behaviour) and laissez faire 

(non-leadership) behaviour. This is a compelling finding, because it indicates that the 

presence of Contingent Reward behaviour strongly predicts the absence of avoidant 

behaviours (Management-by-Exception Passive and Laissez Faire behaviours). However, 

differences in means reported earlier indicate that athletes scored significantly higher in both 

laissez faire OTHERS ratings and Contingent Reward SELF and OTHERS ratings. Possible 

explanations for these findings are discussed in the final Chapter. 

Table 5.8 (below) presents all other positive correlations in the Athlete SELF-Rating group. II' 

a low-no correlation was reported, this was omitted from the table. 

r Table 5.8 Bivariate Correlations (Athlete-SELF ratings) 

ATHLETE Contingent Charisma Charisma Charisma Inspirational Intellectual Effectiveness Extra 
SELF Reward Attributed Behaviour Motivation Stimulation Effort 

RATINGS 
Contingent I . 718 . 641 

. 625 
. 
584 

. 714 
. 
642 

. 
486 

Reward 
Charisma . 718 I . 831 . 914 

. 
583 

. 
463 

. 
452 

. 
380 

Charisma . 
641 . 

831 I 
. 
533 

. 
638 

. 
403 

. 
450 

. 
395 

Attributed 
Charisma . 

625 . 914 . 533 I 
. 414 

. 411 
. 
377 

. 
380 

Behaviour 
Inspirational . 584 . 583 . 638 

. 414 1 . 523 
. 567 

. 
330 

Motivation 
Intellectual . 714 . 

463 . 
403 

. 
411 

. 
523 I 

. 700 
. 
580 

Stimulation 
Effectiveness . 

642 . 
452 . 

450 
. 
377 

. 
567 . 700 I 

. 664 

fixtra I; f1'ort . 
486 . 

380 . 
395 

. 
380 

. 
330 

. 580 
. 
664 1 

The highest positive correlations occur between charisma (as a single measure) and 

contingent reward (0.718), intellectual stimulation and contingent reward (. 714), intellectual 

stimulation and effectiveness (. 700), and contingent reward and el, Fectiveness (. 642). All 

transformational leadership behaviours are positively correlated with each other and with 
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contingent reward behaviour. All transformational leadership behaviours correlate negatively 

with laissez-faire (non-leadership) and management by exception (passive avoidant) 

behaviours. The highest negative correlations occur between contingent reward and laissez 

faire (-. 514), and contingent reward and Management by Exception Passive (-. 586). Laissez 

faire and Management by Exception Passive are highly positively correlated (. 597). 

Bivariate Correlations are now presented in Table 5.9 and Table 5.10 for Athlete OTHERS 

Ratings of Leadership. 

Table 5.9 Contingent Reward: Bivariate Correlations (Athlete OTHERS Ratings) 

ATHLETE Charisma Charisma Charisma Inpirational Intellectual M by E Extra Gt'tcctiveness 
0'1'f EK Attributed Behaviour Motivation Stimulation Passive Effort 

RATINGS 
Contingent . 793 . 785 . 713 

. 816 
. 
660 

. 
330 

. 
624 

. 629 
Reward 

Consistent with the athlete-SELF ratings presented in Tables 5.1 and 5.2, athlete-OTHERS 

ratings identify a high positive correlation between contingent reward behaviour and charisma 

(. 793), inspirational motivation (. 816), intellectual stimulation (. 660) and effectiveness (. 629). 

A negative correlation with management-by-exception passive (avoidant behaviour) and 

laissez faire (non-leadership) behaviour is also identified. This finding offers consistency with 

the reported correlations between these behaviours in the athlete-SELF ratings: the presence 

of Contingent Reward behaviour strongly predicts the absence of avoidant behaviours 

(Management-by-Exception Passive and Laissez Faire behaviours) and positively predicts all 

transformational behaviours, in addition to outcomes of transformational leadership. 

'Fable 5.9 reports all other bivariate correlations that occur in Athlete-Oil lFl(S Ratings of 

Leadership. If no a low-no correlation is reported, this has not been included in the "fahle. 
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F Table 5.10 Bivariate Correlations (Athlete OTHERS Ratings) 

ATHLETE Contingent Charisma Charisma Charisma Inspirational Intellectual Effectiveness Extra 
OTHER Reward Attributed Behaviour Motivation Stimulation ENort 

RATINGS 
Contingent I . 793 . 785 . 713 . 816 

. 
660 

.9 
64 

. 
624 

Reward 
Charisma 

. 793 1 . 947 . 945 . 920 . 814 
. 844 

. 766 
Charisma . 785 . 947 I . 790 . 917 . 791 . 847 . 796 
Attributed 
Charisma 

. 
713 . 945 . 790 1 

. 813 . 730 . 749 
. 653 

Behaviour 
Inspirational . 816 . 920 . 917 . 813 I 

. 827 
. 
808 

. 793 
Motivation 
Intellectual . 

660 . 814 . 791 . 730 . 827 I 
. 808 

. 779 
Stimulation 

Effectiveness . 
649 . 844 . 847 . 749 . 808 . 808 1 

. 794 
Extra Effort . 

624 . 766 . 796 . 
653 793 . 779 . 794 

Transformational leadership behaviours are positively correlated with each OTHERS and 

with contingent reward behaviour. Highest positive correlations occur between charisma (as a 

single measure) and inspirational motivation (. 920), charisma, intellectual stimulation and 

inspirational motivation (. 827), and contingent reward and inspirational motivation (. 816). All 

transformational leadership behaviours correlate negatively with laissez-faire (non-leadership) 

and management by exception (passive avoidant) behaviours. The highest negative 

correlations occur between charisma (attributed) and laissez faire (-. 548), and intellectual 

stimulation and Management by Exception Passive (-. 556). Laissez faire and Management by 

Exception Passive are moderately positively correlated (. 637). 

These findings are consistent with correlations reported in athlete-SELF ratings: Contingent 

Reward behaviour strongly predicts the absence of passive-avoidant behaviours 

(Management-by-Exception Passive and Laissez Faire behaviours) but strongly predicts the 

presence of transformational behaviours, and outcomes of transformational leadership. It is 

of note that these positive and negative correlations between contingent reward and 

transformational behaviour are stronger in the Coach group. This possibly reflects the tact 

that the coach exerts strong emphasis on the Contingent Reward structure of sport, in order to 

affect performance outcomes (that include development of leadership behaviours). 
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The correlations that emerge in Group 2 are now reported. The strong positive correlation 

predicted to occur between Contingent Reward and Transformational behaviours in Group I 

is not predicted to occur in Group 2, due to the fact that the nature of the Contingent Reward 

environment in high level sport is very different to that characterised by the environment in 

which this group operates. The non-BUSA 2nd and 3`1 team athletes, for example, were not 

required to exhibit a commitment to training or competition and were able to participate in 

both 2o' and 3d team training. The holistic approach, strong support structure, autocratic- 

democratic coaching style, high-level commitment to training or performance, and the strong 

reliance on feedback structures characteristic of elite/BUSA Ist team sport were not evident in 

this group. 

Identifying Group 2 Correlations 

Table 5.11 reports all correlations that occur in Non-Athlete SELF Ratings of Leadership. 

Correlations were weaker in Group 2 SELF raters, when compared to Group I SEIF and 

OTHERS raters. No high positive or negative correlations were reported for behaviours in 

this Group, which means that the power to predict the absence or presence of one behaviour 

based on the presence of another is, at best, moderate. 

i Table 5.11 l3ivariate Correlations (Non-Athlete SELF Ratings) 

NON- Contingent Charisma Charisma Charisma Inspirational Intellectual Effectiveness Extra 
ATHLETE Reward Attributed Behaviour Motivation Stimulation Effbri 

SELF 
RATINGS 
Contingent I . 

621 . 612 
. 
418 

. 
598 

. 
572 

. 
478 

. 
450 

Rc%kard 
Charisma . 

621 1 . 884 . 
802 

. 678 . 448 
. 639 

. 407 

Charisma . 612 . 884 I . 429 
. 632 . 481 

. 
654 

. 
494 

Attributed 
Charisma . 

418 . 
802 . 

429 1 
. 
503 

. 
267 

. 
387 

. 
156 

Behaviour 
Inspirational . 598 . 678 . 632 . 503 I 

. 
540 

. 538 
. 455 

Motivation 
Intellectual . 

572 . 
448 . 

481 
. 
267 

. 
540 I 

. 
450 

. 
417 

Stimulation 
Effectiveness 478 . 

639 . 
654 

. 
387 

. 
538 

. 450 I 
. 
456 

iý 
Extra I; ftbrt 450 . 

407 . 
494 

. 156 
. 
455 

. 
417 

. 
456 rF l 

213 



The highest correlations occur between charisma and inspirational motivation (. 678), and 

charisma and effectiveness (. 639). All transformational leadership behaviours correlate 

negatively with laissez-faire (non-leadership) and management by exception (passive 

avoidant) behaviours. Highest negative correlations occur between intellectual stimulation 

and laissez faire (-. 367). Laissez faire and Management by Exception Passive are moderately 

positively correlated (. 603). This achieves consensus with the findings of the Group I 

correlations, and reinforces the theory that passive-avoidant behaviours are negatively 

correlated with transformational behaviours. 

Table 5.12 identifies positive correlations for the non-athlete OTHERS Rating group. The 

Non-Athlete OTHERS raters reported stronger correlations that the Non-Athlete SELF raters. 

This indicates higher predictive power of behaviours in this group. 

r Table 5.12 Bivariate Correlations: (Non-Athlete OTHER Ratings) 

NUN Contingent Charisma Charisma Charisma inspirational Intellectual Effectiveness Extra 
ATHLETE Reward Attributed Behaviour Motivation Stimulation Effort 

OTIIER 
RATINGS 
( ntinýcnt I . 720 . 740 

. 556 
. 756 

. 
567 

. 
661 

. 
527 

Re%,, and 
Charisma . 720 I . 916 . 895 

. 864 
. 498 

. 735 
. 568 

Charisma . 740 . 916 I 
. 641 

. 802 
. 537 

. 745 
. 602 

Attributed 
Charisma . 

556 . 895 . 641 I 
. 758 . 353 

. 
594 

. 413 
Behaviour 

Inspirational . 756 . 864 . 802 . 758 I . 503 
. 731 . 473 

Motivation 
Intellectual . 

567 . 
498 . 

537 
. 
353 

. 
503 I 

. 
556 

. 
493 

Stimulation 
I; fTectiveness . 661 . 735 . 745 . 594 

. 731 . 556 1 
. 708 

Extra f ffbrt . 
527 . 

568 . 
602 

. 
413 

. 
473 

. 
493 

. 708 

Highest correlations occur between contingent reward and inspirational motivation (. 756), 

and charisma and inspirational motivation (. 864). All transformational leadership behaviours 

correlate negatively with laissez-faire (non-leadership) and management by exception 

(passive avoidant) behaviours. Highest negative correlations occur between inspirational 

motivation and laissez faire (-. 219). Laissez faire and Management by Exception Passive are 

highly positively correlated (. 642). These findings again corroborate the findings of Group 1 
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SELF and OTHERS and Group 2 SELF raters: all transformational leadership behaviours 

correlate negatively with laissez-faire (non-leadership) and management by exception 

(passive avoidant) behaviours. Laissez faire and Management by Exception Passive are again 

seen to be moderately positively correlated (. 603). 

This concludes the reporting of bivariate correlation for Groups 1 and 2, and completes the 

reporting of statistical analysis of data in the MLQ study. 

Summary 

The analysis of the MLQ study outlined here provides support for the findings of previous 

research that indicates that sport potentially develops leaders (Barron et at., 2000; Bass & 

Yammarino, 1990; Dobosz, 1999; Gerber, 2003; Pascarella & Smart, 1991; Ryan, 1989). This 

study provides substantive evidence of the potential positive effect of sport in developing 

leaders. This evidence is provided by the significantly higher leadership scores recorded in 

SELF and OTHERS ratings of athletes, where athletes consistently scored higher in 

transformational behaviours and in outcomes of transformational leadership. The overall 

findings are discussed further in the Discussion and Conclusions chapters, where they 

contribute to an overall discussion of findings, and to the generation of theories and models. 
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CHAPTER SIX: DISCUSSION 

The concept of the `sport business metaphor', including identification of the values it 

embodies, is supported and elucidated by the research conducted in this thesis. This chapter 

draws together the findings from the three phases of the research, and considers key themes 

that have emerged that support the concept of the ̀ sport business metaphor'. 

How the Athlete Develops Skills in Sport 

Vision 

The findings of the research suggest that eliteBUSA ls` team sport provides a framework for 

realisation of a goal - to win. The athlete and the coach both share that goal, and believe it is 

achievable, given the right training and support. This concept also emerges strongly from the 

literature, but is expressed as a vision. As previously cited, Hackett & Spurgeon (1996) 

identified the need for modern leaders to have the `vision thing, Snyder & Graves (1994) 

discussed vision in terms of its effects, Ederheimer (2000) reported the findings of a study of 

police officers who regarded the establishment of a vision as an important team goal, and 

CEO's of Ogilvy & Mather Worldwide, Canadian Airlines Intl. Ltd, and Sears, Roebucks & 

Co. all considered vision to be extremely important to a company, when asked to identify 

what made a company successful (Bemowski, 1996). Vision is an integral part of the 

transformational leadership behaviour of charisma (Bass, 1985), where attributed charisma 

relates to the self-confidence and assertiveness of the leader, which engenders trust and 

respect from subordinates, and idealised influence concerns the ability of the leader to 

actively promote their beliefs and vision. Athletes were perceived to score significantly higher 

in ratings of charisma, as rated by the MLQ Form 5X in the third phase of this research. 
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The concept of having a vision and guiding the athlete toward it in a highly structured way 

was referred to by coaches as goal-setting, and was discussed at length in the context of 

development of specific mental skills, such as determination, goal setting, and self-leadership, 

that were skills the coaches perceived would feed into realisation of this goal. 

The goal of the athlete and coach can be seen to equate to the conception of vision, as earlier 

quoted by Snyder & Graves (1994) who discussed that, for leaders, a vision was not a dream, 

but a reality that had yet to come into existence; that is was palpable to leaders and that their 

confidence in and dedication to the vision were so strong that they could devote long hours, 

and many years, to bring the vision into being. The vision therefore acted as a force within, 

compelling the leader to act. This was seen to provide the leader with a purpose that ensured 

adherence to action, so that the vision would ultimately be realised. An athlete training for the 

loom hurdles event at the Olympic Games would be an example of one such leader (and the 

concept of self-leadership is discussed later in the chapter), who has an overarching and 

compelling vision that necessitates a long-term commitment to training, over a period of 

years, to achieve peak performance in one race, and seek the realisation of one goal. That goal 

can be equated to the importance of vision, that was discussed by Snyder and Graves (1994), 

and to the need to be inspired by a shared vision (shared, in this case, by the athlete and 

coach), as identified in the Kouzes and Posner Model (1987), also reported earlier in the 

literature. 

DeBonis et al. (1990, p. 191) stated the role of a successful leaders to be the ability to 

`express, explain and expand upon ideas, issues, events, goals and visions. Vision, 

articulation and communication were referred to in the literature as characteristics of the 

successful leader (Bennis & Nanus, 1985; Nanus, 1992) and as the most important factors in 

predicting leadership effectiveness (Bass, 1990; Bycio et al, 1995; Simons, 1999). Vision was 

also discussed as a means of enhancing performance, which might partly explain the success 
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rate of coaches interviewed in this research. Visions were regarded by Snyder and Graves 

(1984) as possessing the power to lift employees from the monotony of daily life and placing 

them into a new world, full of opportunities and challenge, which again appears characteristic 

of sport. 

Giampetro-Meyer et al. (1998) reported that transformational leaders appeared to be most 

successful in inspiring their followers when their vision was tremendously strong and they 

demonstrated absolutist behaviour. Spurgeon & Barwell (1994) further discussed the need for 

employees and managers to share the same organisational vision, and for managers to act in a 

way that consistently reflected this vision. Coaches demonstrated a level of absolutist 

behaviour, in their self-recognition as role models, which is discussed later in the chapter. 

Achievement of a goal (or vision) in sport was recognised as important, and desirable, by 

recruiters, as it suggested to them that the athlete possessed certain desirable skills, such as 

determination. The advertising recruiter earlier reflected upon the `single minded 

determination' the athlete required to become a great tennis player or a great golfer. This 

recruiters' CEO strongly endorsed the concept of goal setting as an important one to both 

sport and business, as he believed both to be peak performance environments, where 

realisation of goals was important in both contexts. This CEO talked of an inspirational 

dream, greatest imaginable challenge, and focus, as constituting a `purpose' that was essential 

to peak performance in an athlete. This was discussed by other recruiters as evidence of a 

passion, and their ability to show they were committed to achieving a goal. 

An athletics coach stated that `at an elite level obviously, it's to do with attaining their goals 

in life' (athletics 3), referring to the need to focus coaching around the development of skills 

that would allow the ultimate goal (such as winning Commonwealth Gold for the 100m 

sprint) to be achieved. The same coach commented that the more single-minded the athlete, 

the more successful they would be, so developing goal-setting, focus and the ability to 
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prioritise this goal above all else was a main focus to him. A swimming coach believed that 

sport `teaches them goal setting, to be ambitious' (swimming 2) and went on to comment that 

his goal was to make the athlete into a hard-working individual, so that they could achieve 

their goals. Many coaches also discussed how goal setting was related to coping with pressure 

in the competitive context, as the entire goal-setting process was focused on achieving 

success at one event, and the ability of the athlete to cope successfully with this high level of 

pressure may decide success or failure. A swimming coach gave an example of this, in 

recounting how his better athletes had been trained in the mental skills that allowed them to 

both manage pressure in competition, and to have the skills to manage themselves in all 

aspects of their lives, so that they always made good choices in the context of achieving sport 

objectives (such as adhering to training). 

I think the massive changes I've made in my better 

athletes has been psychological or mental.. . not only in 

their approach to racing or their toughness or being 

unflappable and all of that sort of competition type psyche, 

but just in themselves... in terms of they know what they 

need to do and how to put themselves in the best position 

(swimming 2) 

Recruiters similarly discussed the need for the graduate to show their ability to prioritise, 

commit, organise themselves, take responsibility, be diligent, show balance in their life. The 

fact that sport could provide such strong evidence of skill acquisition at interview was a major 

reason why recruiters perceived athletes in such a positive way. 

Thus the entire structure and focus of sport is geared towards attainment on a goal-such as 

winning an Olympic Gold-and realisation of this goal is facilitated, by the coach, through 

development of specific physical and mental skills in the athlete. Without the ultimate goal, 
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there would be nothing to motivate the athlete to adhere to such a punishing training regime, 

and no mechanism by which this skill development could occur. 

The sport environment provides a structure that involves day-to-day goal-setting, realisation 

of goals and other `traditional' management practices, such as planning training sessions. 

This, in turn, develops self-leadership in the athlete, which in turn leads to high-levels of 

performance, continual improvement, and ultimately realisation of the goal (for example, 

winning loom Commonwealth or Olympic Gold). An athletics coach refers to the nature of 

goal-setting in sport, the necessity to develop skills in the athlete, for the goal to be realised, 

and the central role of the goal in the life of the athlete 

athletes are very good at improving themselves because 

that's what their whole life is about-specifically at one 

point-not just improving your home life, and 

everything... improving everything to help one thing - 

improving your social side, improving how you handle one 

thing or another to specifically aim at a goal; at the top of 

the pyramid. 

Of course, there are cases where the athlete loses, but the nature of sport is that the loss is 

recognised as a method of learning and improving. The coaches interviewed in this research 

all possessed a proven track record of success in helping the athlete to achieve their goal, 

based on the success of their athletes in elite and BUSA sport, so there is clearly evidence 

within the interview group that this approach is a successful one. 

The use of vision was evident in the coaching style of some of the coaches. For example, the 

men's football coach discussed how the successful elite athlete was characterised by their 

ability to `do things that they think are beyond them. Shamir et at (1993) previously reported 
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that transformational leaders were able to make followers become highly committed to the 

leader's mission, and to make significant personal sacrifices in the interests of that mission, 

and to perform above and beyond the call of duty. This practice is highly evident in the 

practices of individual and team sport coaches, where the need for athletes to make significant 

personal sacrifices was discussed by many coaches. The concept of self-sacrifice was 

discussed my many coaches and Group One recruiters. 

It appeared that many coaches used the transformational behaviours of Charisma and 

Inspirational Motivation (as conceptualised by the Full Range Model of Leadership) to 

motivate their athletes to move toward a common goal. In the Full Range Model (Bass and 

Avolio, 1985), charisma includes the articulation of a vision, and acting in a manner that is 

consistent with the articulated goal. This was practiced by many coaches. For example, 

swimming, basketball and athletics coaches referred to their practice of `walking the walk' 

and demonstrating qualities in themselves that they wanted their athletes to emulate. They 

believed this practice would help to develop these skills in their athletes, an observation 

which is strengthened by MLQ results that report their athletes are perceived to demonstrate 

significantly higher scores of all transformational leadership behaviours. It is also interesting 

to note in the literature that leaders who exhibited integrity in their actions in the manner that 

the coaches did, were more likely to facilitate open, honest communication (Gottlieb and 

Sangra, 1996) and more likely to achieve successful leadership (Carlson and Perrewe, 1995; 

Simons, 1999). As the coaches interviewed relied heavily on feedback systems, and the need 

for open, honest communication, this arguably contributed to explanation of the success rate 

of these coaches in producing medal-winning athletes. The willingness of coaches to act as 

role models can also be equated to the practice of `modelling the way' in the Kouzes and 

Posner (1987) Model of Leadership. 

Charismatic leadership was reported to be most successful at times of uncertainty (Shamir et 

al, 1993; Trice and Beyer, 1986) where the vision and direction of the leader appeared to 
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create a psychological source of comfort for followers. This could explain why the systematic 

review reported a number of charismatic coach figures in sport, namely Vince Lombardi, Red 

Auerbach and Rick Pitino, and why the coach figure was often viewed as being so 

charismatic by the sport and business sectors. There almost appears to be a necessity for 

charisma in elite sport, particularly elite team sport. The majority of the coaches interviewed 

in this research certainly showed charisma, through practices such as communicating a vision 

and acting as a role model to athletes. Podsakoff et al (1990) argued that the trust, respect, 

vision and high performance expectations generated by the charismatic leader pushed 

subordinates to perform beyond expectations. Pawar and Eastman (1997) identified that the 

transformational leader creates congruence between followers' self-interests and the vision. 

The willingness and importance attached to `walking the walk' was particularly strong 

amongst these coaches, which reflected their status as, and conscious desire to be, a positive 

role model. 

A mix of management and leadership was required for greatest performance to occur in any 

environment, forming what was reported in the literature as the `new demands of leadership'; 

essentially a new paradigm of leadership theory (Bass, 1985; Bennis & Nanus, 1985; Conger 

& Kanungo, 1987; Kotter, 1988; Kouzes & Posner, 1987; Peters & Waterman, 1982; Tichy & 

Ulrich, 1984). This combination of management and leadership was evident in the leadership 

style of coaches, and is discussed in greater depth later in this section, as a sub-component of 

the Developmental Exchange Model of Sport. 

The System 

The research provides evidence that the highly structured nature of sport teaches the athlete to 

exist and succeed in an environment characterised by a rigid system of rules and regulations 

that they must adhere to. This benefits the athlete in two ways. Firstly, this occurs through the 

levying of harsh penalties, such as race or match bans, if the athlete violates rules; this teaches 
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the athlete the necessity of operating within a defined system of rules. Secondly, it occurs 

through the continual system of assessment that the athlete is subject to; failure to adhere to 

the high standards demanded by the sport results in a highly visual loss, such as losing a 

football match, losing a coveted i team place or failure to qualify at a race meet, and 

prompts the athlete to work harder to achieve success. A basketball coach thought that this 

ability to exist in a rule-bound environment would help the athlete acclimatise in business as 

`it's like that in the business world, in every job you'll ever have... you'ii rarely never have 

someone telling you what to do' (basketball 2). 

Sport also exists in a culture of change, where the athlete becomes accustomed to operating in 

a dynamic environment. Creating a climate for change was regarded by Edwin Artzt, retired 

CEO of Proctor and Gamble Co., as a talent of the successful CEO. Barker (2001) 

distinguished the successful leader from the manager by a practice of seeking change, not 

stability. Failure to manage change was identified as a reason for difficulties in corporate 

banking, where half a century of business conducted in a sheltered and predictable 

environment had created leaders who were unable to cope with change (Brannigan and 

DeLissor, 1993; Meecham, 1992, in Bennis and Nanus, 1985). Red Auerbach (Auerbach and 

Webber, 1987), former coach of the Boston Celtics, identified how much uncertainty there is 

in sport and that athletes existed in this culture of change. Athletes expected change, and were 

used to operating in this environment. 

The athlete also develops skills by using and demonstrating skills in competition. This might 

be by leading a football team as captain, playing in a team, or showing tenacity by continuing 

to train and compete in the face of a loss. A basketball coach recounted how sport made him 

aware that he had certain skills, and that sport had given him the opportunity to use them: 'I 

think sport forced me to realise... that I have actually got this skill, where maybe I didn't know 

it before' (basketball 1). 
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More than anything, the idea of the sport club as a structure that facilitates realisation of a 

vision, or goal, means that the athlete has people supporting them, believing in them, and 

taking an active role in helping them. This is something very powerful for any individual to 

experience and adds weight to the argument that sport can help young athletes cope positively 

with traumatic situations, surrounds the athlete with positive role models and aids 

development of self-efficacy the athlete would otherwise never have been able to develop. 

The nurturing holistic coaching environment provides the athlete with a much needed 

network of support and encouragement, whilst the stringent mental and physical demands of 

the sport itself develops strong coping skills in the athlete. 

The rugby coach believed that sport provided a particularly useful resource for developing 

mental skills, given the scant opportunities available for character development at university. 

He perceived university culture as being one where the student tried to get away with doing as 

little as possible, where the impetus rested on getting pissed and running up an overdraft, all 

of which was certainly not conducive to development of achievement, discipline or 

performance. 

Evidence that the System Works 

Coaches offered evidence of how skills had been developed in their athletes by being part of 

the sport system, by comparing the skills of 3'd year athletes favourably with those of 11` year 

athletes who had yet to participate in the university sport programme. The tennis coach 

believed that his athletes performed to a higher standard on and off court, had learnt how hard 

work was rewarded, had improved their on-court conduct and had developed higher standards 

in general. A rugby coach believed that his athletes had improved over the course of the 

programme, because they had become used to performing under pressure and had gained 

confidence as a result. An athletics coach commented that `when they first come into the 

programme... awful... by the 3id year, the majority will have improved quite considerably'. 
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Another example was taken from the swimming coach who remarked upon the huge 

improvements he witnessed in his new athletes over a six month period, referring to how they 

had `totally changed their behaviour' in a way that impacted positively on their social life, 

interpersonal skills, participation in the programme and confidence levels. 

Some coaches and graduate recruiters referred to how sport participation in their childhood, 

adolescence and student career had improved aspects of mental toughness (confidence and 

self-leadership), and that this had subsequently positively affected them in their adult life. An 

example of one coach was given earlier in the chapter, who recounted his extremely traumatic 

adolescence, and acknowledged the way that he had gained all of his confidence from sport. 

The idea that sport helps young athletes to overcome traumatic situations emerged from the 

interviews in many other ways. The ability of the coach to act as a role model for the athlete, 

in the absence of a father/parental figure, was cited as a positive outcome of sport. Coaches 

discussed their pastoral role with the athletes, and how they helped the athlete with any social, 

personal, or academic problems they had. An example was given of how an athlete was going 

to leave university, but was persuaded to stay by his coach, who mentored him and provided 

much-needed pastoral support. This led to the athlete retaining his place at university and 

ultimately achieving academic and sport success. 

The Development of Skills by the Coach 

Many coaches and Group One recruiters reflected upon how athletes were required to lead 

highly structured lives, where an example of a typical day of an athlete was given: early 

morning training, lectures, a physiotherapy appointment, another training session, then 

studying, followed by adequate rest and nutrition. This was perceived by coaches to require 

development of skills in the athlete, such as routine, the ability to get organised, to be able to 

plan-at least with assistance or co-operation-what they were going to do, to set targets, to set 

goals and to work towards these goals and targets in a very systematic and structured way. 
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Clearly, a lot of the athletes' behaviour was prescribed by these coaches. However, the 

ultimate goal of the coach always appeared to be to develop the skills in the athlete, so that 

the athlete would eventually be able to do all of these things without any assistance. This high 

level of prescription might explain why the third phase of the research reported laissez-faire 

OTHERS ratings as being significantly higher for athletes than for non-athletes. 

It was clear from the research that if personal management skills were observed to be lacking 

in the athlete, the coach took a proactive role in helping the athlete develop these skills. An 

athletics coach discussed the need to be very strict with new athletes, because they often 

missed appointments, did not keep diaries, and could not effectively structure their lives to the 

ability that was required of a student-athlete. 

Group One recruiters often likened the role of coach and manager, based on their first-hand 

knowledge of operating in both sport and business environments. A previously cited 

advertising recruiter considered that `a good manager is a great coach...! think any aspiring 

manager in this organisation needs to be able to coach their team'. This parallel was also 

drawn by a number of sport coaches. The literature also strongly reflected the concept of a 

similarity between the coach and managerial role in a number of ways, such as likening the 

manager to the coach of a team (McNutt & Wright, 1995, p. 27), acknowledging the 

`enormous commonality among the issues, challenges, and subsequent approaches' of CEO's 

and coaches (Jones 2002, p. 268), and cited dual coach-managerial ability in the case of a 

CEO: `a knack for drawing out the best in others-whether it be on the football field, at a 

fundraiser or in the boardroom' (Whigham-Desire, 1999, p. 73). Performance consultants 

attributed poor managerial performance to a lack of `good, honest feedback', suggesting that 

the feedback mechanism employed by the coach would be equally effective when applied to 

the managerial-subordinate relationship, and that this current lack of corporate feedback 

contributed to negative performance: `it happens in the sports world, particularly with 

athletes, but does it happen in business? Not all the time. This lack of feedback was 
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perceived to be a greater problem the more senior the manager, which was particularly 

concerning, given the related impetus on the need for leadership ability in senior managers 

that was also reflected in the literature. 

Developmental Exchange Model of Sport 

It is clear from the research that the development of skills in athletes is a complex process that 

relies on the interaction of the coach, the athlete and the sport environment. Sport appears to 

provide an environment that facilitates skills development as a result of the way athletes and 

coaches behave and interact. Figure 6.1 depicts this interaction and is discussed in detail 

below 

Figure 6.1 Developmental Exchange 
, 
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In this model sport is characterised as a Developmental Exchange environment, where a 

Developmental Exchange refers to the interaction of Individual Consideration and Contingent 

Reward behaviours, as defined by the Full Range Model of Leadership (Bass and Avolio, 

1985). This represents the way in which the coach uses high levels of Individual 

Consideration to tailor their approach to each athlete, with the objective of attaining peak 

performance of the athlete. It was apparent from the research that skill development in sport 

relies heavily on an approach where contingent reward behaviour is central to the actions of 

the coach and the athlete. The coach delivers training in a highly personalised way that leads 

to a Developmental Exchange and, subsequently, higher levels of 'performance. 
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The model illustrates how the contingent reward behaviour of the coach and the athlete 

facilitates a Developmental Exchange mechanism, where the result of this exchange is skill 

acquisition and attainment of peak performance. It is an ongoing process that requires a 

constant interchange of coach and athlete within this structure, which allows greater skill 

development and higher levels of performance to occur. Athlete Contingent Reward 

behaviour consists of performing, training, and competition. Coach Contingent Reward 

behaviour entails the use of feedback and a holistic approach, and use of a dualistic 

autocratic/democratic coaching style. The interaction between coach and athlete that occurs in 

the sport environment is depicted as the Developmental Exchange Model of Sport. These 

components of the Developmental Exchange Model of Sport are now presented below. 

¢ Athlete Contingent Reward Approach 

The contingent reward nature of the coach-athlete relationship and sport environment is 

arguably the greatest facilitator of skill development available to the athlete. As previously 

acknowledged, Contingent Reward is described in the Full Range Model of Leadership (Bass 

and Avolio, 1985) as the exchange of rewards for efforts, the promise of rewards for good 

performance and recognition of accomplishments. This system of rewards, centred around 

recognition of peak performance, is the system upon which sport, and the coaching structure, 

is based. This explains why high-level sport is geared strongly around goal-setting, as this 

gives the athlete and coach opportunity to engage together in contingent reward behaviour, 

and constantly provide further opportunities for feedback and development of skills. 

Contingent reward behaviour was reported in the literature to correlate highly and positively 

with transformational behaviours (Bass & Avolio, 1999; Bycio et at., 1995; Goodwin et al., 

2001; Wofford et at, 1998). This was explained by the fact that transformational and 

contingent reward behaviours both involved active and constructive leadership (Avolio & 
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Bass, 1995; Bass & Avolio, 1993,1994). This consistent honouring of agreements, or 

realisation of goals by the athlete (such as attending training), as is the case with a contingent 

reward relationship, was earlier reported to contribute to the high levels of trust and respect 

associated with transformational leaders (Shamir, 1993), and so partly explains the success of 

the coach and athlete in attainment of the athletes' goal. 

The research showed that the athlete exhibits Contingent Reward behaviour in two ways; via 

training and performance. Training facilitates the development of personal management and 

mental toughness, which in turn facilitates the development of other skills, such as leadership. 

The reason that training creates these skills is because it is a highly prescribed activity, where 

failure to adhere to it will result in punishment by the coach, and failure, in terms of sub- 

standard performance. Therefore, success is contingent on adhering to training, which is 

constantly reinforced by the coach through the setting of goals for the athlete. Every day, the 

athlete has to meet these goals, whatever the cost, which promotes the development of 

personal management skills and mental toughness. The research suggests, however, that 

training is only one part of the equation, as it is apparent that performance also facilitates 

contingent reward behaviour. Performance, whether in training or competition, is clearly a 

contingent reward based situation, where success leads to winning and failure leads to losing. 

If the athlete fails to achieve a target set by the coach in training, the quantifiable nature of 

that outcome will immediately lead to a reward, such as feelings of success, and winning a 

place on the 1" team, or punishment, such as failing to secure or keep a place on the I"t team. 

Thus, skill development is facilitated in the athlete via contingent reward behaviour, and the 

promise of rewards for good performance. If the athlete adheres to the regular goals that are 

set by the coach, this also allows the coach to monitor whether skill development is actually 

taking place, and the athlete is given regular feedback as a result. This feedback allows the 

athlete to improve, and provides motivation and encouragement for the athlete. This in turn 
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helps the athlete to stay focused and motivated on the achievement of their long-term goal of 

winning a particular sport event. 

> Coach Contingent Reward Approach 

The use of contingent reward behaviour by the coach is central to achievement of success for 

the athlete. This is because the coach operates in a system that requires constant goal-setting, 

feedback and quantification of the skills of the athlete, and this is achieved through a system 

of exchanges, reward and punishments levied onto the athlete, depending on their 

performance and ability to achieve goals. The results of the interviews with coaches showed 

that the Coach Contingent Reward approach consists of a holistic approach to coaching, 

feedback systems, and a dualistic autocratic-democratic coaching style, which are discussed 

below. This occurs within the wider environment of the contingent reward nature of sport 

itself, which is discussed later in the chapter. 

Holistic Approach to Coachin 

Coaches believed that all aspects of the athletes' life ultimately contribute to peak 

performance and as a consequence, all of the coaches interviewed believed that a holistic 

approach to coaching the athlete was necessary. Considered by those interviewed as a tailored 

system, geared to identifying and then meeting the needs of each athlete, a holistic approach 

to coaching bears a striking similarity to the Individual Consideration leadership behaviour 

identified in the transformational leadership model. Individual Consideration, a 

transformational leadership behaviour, relates to the way in which the leader promotes 

interpersonal relations with, and the personal development of, each subordinate (Bass, 1985). 

Many examples of this approach were present in the interviews, such as the use of a team of 

nutritionists, exercise physiologists, doctors and other professionals by the athletics and 
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swimming teams, to support the athlete in all areas of life. This was characteristic of a highly 

tailored approach to coaching the athlete. 

The research showed how the coaches interviewed demonstrated Intellectual Stimulation, a 

transformational behaviour, in their approach, which involved the provision of a supportive 

culture where athletes could take risks without fear of reproach. The fear of taking risks or 

making mistakes might hold back the athlete in the development and use of skills, which is 

why taking risks is an encouraged practice in sport. The need for a leader to facilitate risk 

taking was also identified in the literature (Bass, 1990; Clement, 1994; Handy, 1991; Pitino 

1997). This was clearly supported by some of the coaches: 'if they make mistakes, it's 

something to be learnt from and not to be frightened about doing' (football M). This 

constituted part of the tailored approach to training the athlete, in that the coach identified the 

weaknesses of the athlete and placed them in situations where the athlete could develop the 

skill, and potentially make mistakes whilst learning and developing a more effective 

approach. 

It is clear that the use of a holistic system is used to facilitate skill development; the coach 

and athlete are both very conscious of the skills that are being developed, and the way in 

which this skills development will be measured and evaluated. However, as this is a detailed 

process, it requires a close relationship between athlete and coach, so that the coach is fully 

aware of the strengths and weaknesses of the athlete and can work closely with them to 

monitor progress. The holistic approach allows the athlete to support the athlete in all areas of 

life and to gauge the impact that other areas, such as academic or social life, have on sport 

performance, and to minimise the negative impact of any of these areas on the athlete by 

providing the right support, if applicable. It is necessary that this interaction occurs within the 

Contingent Reward structure, as the continual setting of goals, and monitoring of 

performance, appears imperative to actual skill development. The coach can attempt to 

develop the ability to self-lead, for example, but without the ability to constantly monitor the 
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athlete, and reward or punish them for their ability to achieve these goals, the skill 

development is likely to be much less successful than if these mechanisms were present. 

For example, the rugby club concentrated strongly on the need to consider the technical, 

tactical, physical and mental side of the athlete and relied on feedback systems to ensure that 

each athlete was performing to their potential. The women's football coach referred to her use 

of a developmental model that had four corners; a technical, physiological, social and 

psychological corner. The athletes were coached in all four `corners' with the ultimate goal of 

producing top-class athletes, and all four corners of the athletes lives were monitored 

accordingly. The swimming club used a holistic approach under the premise of `swim fast, 

gain a prestigious degree and enjoy the experience'. The coaches became actively involved 

in all aspects of the athletes' life to ensure they were happy and content with the way they 

lived - as they believed all aspects of the athletes' life would impact upon performance in the 

pool. The coaches were pro-active in identifying areas where athletes experienced difficulties. 

Feedback svstem 

The second phase of the research highlighted the prevalent use of feedback systems in 

elite/BUSA I` team sport, where coaches used formal and informal systems to monitor the 

performance of athletes. A rugby coach discussed his club's use of a system of feedback that 

relied heavily upon team meetings, video analysis and one-to-one discussions to improve 

performance. One of the major goals of this process was to develop the ability of the athlete 

to self-coach. The athletics coaches used a similar system of video analysis and feedback, 

which also involved one-on-one sessions between the athlete and the coach, and with a 

psychologist, physiologist or nutritionist, if and when appropriate. The women's football 

Coach used the same one-on-one technique and referred to goal-setting as an important part of 

feedback. The goal of this was to encourage self-analysis, which is defined in this research as 
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a component of mental toughness (presented later in the chapter as a sub-component in the 

Model of Mental Toughness). 

Many interviewees believed that a lack of feedback mechanisms in the corporate environment 

compromised performance. This was voiced by all graduate recruiters that had high-level 

sport experience, and by the coaches that were actively involved in performance consultancy 

work. One performance consultant recounted how he regularly used sport examples to show 

executives where their strengths and weaknesses lay, and also used these examples to 

demonstrate the importance of becoming more self-aware, so that the strengths and 

weaknesses of the executive could be improved. A financial services recruiter, who had 

previously competed in sailing at Olympic-level, believed that executives stopped learning, 

because they stopped receiving coaching and feedback. The development and use of a 

feedback system in sport was clearly evidenced. 

The coach was not the only source of feedback available to the athlete. By virtue of the nature 

of sport, athletes also received continual feedback from sources other than the coach. On-field 

performance, the final score of a football match, winning or losing a game and post-match 

analysis were all immediate and regular sources of feedback and have a direct impact on skill 

development. Being ranked third in the country, the media response to performance, attracting 

sponsorship, and self-analysis were examples given by coaches and Group One recruiters of 

this type of feedback. 

Dualistic Autocratic-Democratic Coaching Style 

The dualistic coach-athlete relationship refers to the use of autocratic and democratic 

leadership styles by the coach, and forms an integral part of the Developmental Exchange 

Model of Sport. It is integral because, firstly, it facilitates effective use of a holistic approach 
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and open, honest feedback in the coaching process, where a democratic style is important to 

developing effective two-way communication between the coach and athlete. This will allow 

the athlete to feel that the coach is approachable and available to support them if they require 

it. This is critical to the coach, as developing this close relationship allows them greater 

insight into the psyche of the athlete, and their strengths and weaknesses. Secondly, it allows 

the coach to employ the necessary Contingent Reward approach of rewards and punishments 

based on the athletes' success or failure to meet goals, and also reflects the differing needs for 

direction and control that the athlete requires. This need for direction and control is contingent 

on the situation. If reprimanding the athlete for failure to achieve a goal, or directing on-pitch 

play (such as making a substitution), the coach may find it necessary to exercise an autocratic 

style. However, in feedback sessions the need for a democratic approach is evident. 

In terms of the autocratic nature of coaching, aspects of the `command and control' model of 

sport were reported earlier, with reference to research by Spitzer and Evans (1997), who 

stated that the autocratic nature of sport would not translate efficiently to business. However, 

this misses crucial acknowledgement of the use of democratic leadership in combination with 

an autocratic, commanding style by the coach. In so doing, the aforementioned researchers 

disregards the dualistic leadership style of the coach, of which the `command and control' is 

an integral part. Command and control relates to use of a highly prescriptive leadership style, 

which the coaches were observed to favour mostly in a competitive/performance context only. 

The use of an autocratic style, embedded in a wider `off-competition' democratic approach 

allows the coach to ensure that skill development is maximised in the training/off-competition 

environment of sport, where progress can be continually monitored and feedback constantly 

occurs, and can also be maximised in the performance/on-competition environment of sport, 

where the athlete may be heavily directed by the coach (in team sport), or may be required to 

evidence strong self-leadership skills (in individual sport). 
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¢ Developmental Exchange 

This part of the model represents the key interaction of the coach and athlete contingent 

reward behaviours that have been described in the two points above. The contingent reward 

behaviour of the coach and athlete interact with the high levels of Individual Consideration 

displayed by the coach towards the athlete, forming a Developmental Exchange. Both 

behaviours are central components of the coaching structure used by interviewees, within 

which skill development occurs. 

There is much evidence from this research that sport creates a Developmental Exchange and 

in so doing, achieves its performance outcomes. The holistic approach, feedback systems and 

dualistic leadership style of the coach all combine to form a structure that is geared towards 

the attainment of peak performance through skill development. The structure is underpinned 

by two central factors. The first factor is the Individual Consideration shown by the coach 

toward each athlete, where the coach bases his or her approach on an in-depth knowledge of 

each athlete's needs, strengths and weaknesses. The coach uses this approach to provide the 

necessary training and support that the athlete requires to realise peak performance and 

achieve their goals. The second central factor is a Contingent Reward approach which directs 

the coach-athlete relationship, the coaching structure and the competitive sport structure. This 

Contingent Reward approach has been described in detail in the previous Coach and Athlete 

Contingent Reward sections, and describes the manner in which the relationship of the athlete 

and coach, and the sport club, exist within a system of rewards and exchanges, and is geared 

completely towards the development of skills and attainment of goals. Thus, a Developmental 

Exchange occurs as the Individual Consideration of the coach and the Contingent Reward 

framework coincide and in this way, sport goals - and peak performance - are ultimately 

realised. 
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Individual Consideration and Contingent Reward behaviours were referred to extensively in 

interviews and were reflected in the analysis of the MLQ data. A positive correlation was 

identified between transformational behaviours and Contingent Reward behaviours in the 

third phase of the research, which reflects the work Bass and Avolio, (1990). As previously 

discussed, this would explain why athletes scored significantly higher than non-athletes in 

both perceived transformational and perceived measures of Contingent Reward behaviour in 

the MLQ-based research. 

The work of early organisational theorists (Eisenstadt, 1968; Merton, 1975; Selznik, 1949; 

Weber, 1968), often cited in the first phase of the research, identified the necessary interaction 

of the leader, follower and social structure that was required for effective leadership to occur, 

and supports the use of this approach in sport. This necessary interaction is reflected exactly 

in the way that sport is structured, and this structure is represented well by the Developmental 

Exchange Model of Sport. The coaches interviewed recognised that the demands of sport 

require a rigid structure where the role of the coach and the athlete were clearly delineated. 

The leadership style of the coaching was observed to be strongly dualistic, situationally 

dependent and highly tailored, contingent on the on/off competition/performance situation 

and the needs of the athlete. This requires the necessary interaction of leader, follower and 

social structure that was identified by the previously cited authors. 

The Skills That Sport Develops 

The research demonstrated evidence of the ability of sport to develop skills that are perceived 

to be desired by the corporate sector and the Sport Developmental Exchange Model proposes 

the mechanism by which this happens. The following section considers the skills that the 

research suggests that sport develops and discusses why these particular skills are thought to 

emerge. 
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The Role of Sport in Developing Innate Leadership Ability 

The first phase of the research identified the `great man' paradigm (Popper, 2000), which 

defined leadership as innate, which was referred to in this way by many interviewees, 

especially coaches. For example, ̀ I think being a leader is something that you are born with' 

(basketball 1). However, the difference between the `great man' paradigm and the references 

to innate ability made in the interviews, was that coaches stated that sport played an integral 

role in actually identifying and then developing this innate ability. The suggestion here is that 

this innate ability could remain latent without sport providing the mechanism to activate it. 

The basketball coach, mentioned above, continued with `you have to develop, constantly 

develop (leadership ability)... I've found that in different environments and different teams, 

it's changed my ability to lead'. Interviewees believed that the innate ability to lead was 

identified and developed by sport in a number of ways. Exposure to leadership was discussed 

as a method of nurturing leadership potential, where the athlete improved their own 

leadership ability through being around other leaders, such as a coach. It was considered that 

this innate ability, however limited, could be maximised through this interaction process. 

Nurturing of innate ability was also attributed to the need to perform and compete, where the 

athlete was made aware of their leadership abilities through being given a leadership role in a 

competitive situation, such as football ls` team captain. Group One recruiters often referred to 

this: `If you can lead a group of people on a rugby or football field... that is quite often a good 

indicator of your ability' (corporate banking 1): `If you are a Captain you are showing you 

can lead' (automotive 1). The basketball coach believed that `obviously you get the people 

who become natural leaders through sport'. This may sound like an oxymoron, with regard to 

the statement that a natural leader ̀ becomes' a natural leader through sport. This is because 

the coach was articulating his belief that an athlete with innate leadership ability could 

discover and nurture that innate leadership ability through sport and thereby realise their 
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potential as a leader. The same coach also commented that even those athletes who weren't 

natural leaders could maximise their limited innate abilities through developing 'better 

communication skills, confidence, good interaction, which would feed into leadership' 

(basketball 1). A swimming coach similarly remarked that some individuals were not natural 

leaders, but followers, but commented that with the input of high-level sport, even followers 

could develop some leadership potential. Without sport ̀ if they just went through a normal 9 

to S day of life... they'd be absolute foot soldiers' (swimming 2). An athletics coach also 

thought that every athlete could develop leadership, regardless of their natural ability: `1 think 

that's a skill that everyone can develop and become better at' (athletics 2). 

Thus, interviews provided clear evidence that sport was perceived to develop leadership 

ability in the athlete, by nurturing and developing the innate leadership skills that the athlete 

possessed. It was felt that without sport, the athlete might not realise his or her full leadership 

potential. This leadership ability appeared to be nurtured in sport via the highly tailored 

approach characterised by the Developmental Exchange Model of Sport. That leadership can 

be taught via tailored training, was also strongly present in the literature (Avolio and Bass, 

1998; Dvir, 1998; Graustrom, 1986; Ryan, 1989; Savin-Williams, 1979, Dobosz and Beaty, 

1999; Goldberg and Chandler, 1991; Pascarella and Smart, 1991; Snyder and Spreitzer, 

1992). In addition, the ability to teach or learn leadership was reflected in the previously cited 

work of Barling et al, 1996, Kelloway et al, 2000 and Rosenthal et al., 1968. 

The argument, made in the first two phases of the research, that sport can develop leadership 

ability was further supported by the findings of the third phase of the research. Athletes 

scored higher than non-athletes in all perceived ratings of transformational leadership 

behaviours and in Extra Effort and Effectiveness, the outcomes of transformational 

leadership. Athletes also scored significantly higher in perceived measures of Contingent 

Reward, and Management-by-Exception, which demonstrated that athletes were perceived to 

show a range of management and leadership behaviours, a mixture of which was 
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conceptualised by (Bass, 1985; Bennis and Nanus, 1985; Conger and Kanungo, 1987; Kotter, 

1988; Kouzes and Posner, 1987; Peters and Waterman, 1982; Tichy and Ulrich, 1984) to 

maximise potential for successful leadership. The findings were consistent between SELF and 

OTHERS ratings of perceived leadership ability for all behaviours, and correlations between 

behaviours showed a strong positive correlation between Contingent Reward Behaviour -a 

strong feature of the sport environment and the Developmental Exchange Model of Sport - 

and transformational behaviours. This strengthens the argument that sport develops 

leadership. 

At this point it is worth considering a potential anomaly with regard to the significantly higher 

perceived OTHER ratings of laissez-faire behaviour in athletes, found in the results of the 

MLQ research. Laissez-faire behaviour was rated higher in athletes by OTHERS, but also 

correlated negatively with transformational behaviours and therefore would not be expected 

to be a behaviour elicited by an athlete who also exhibited high-levels of transformational 

ability. One explanation for this finding rests in the relationship between the coach and the 

athlete. Coaches felt that they played a significant and very conscious role in organising the 

athletes' schedule, and might have regarded the athlete to be more laissez faire because of this 

practice. For example, a swimming coach explained that part of his role was to make the 

athlete feel happier away from home, to help them organise their day and to help them with 

time management, coursework, and meeting deadlines. OTHERS who rated non-athletes are 

unlikely to have had such an impact on the management of the lives of non-athletes. This 

might also have been indicative of the higher standards of the coach, with regard to their 

expectations for continual high-level performance. 

The coaches interviewed felt that themselves, and individual athletes, were aware of which 

skills were to be the focus of development, and were also aware of how these skills were to be 

developed. Many coaches gave examples of how they worked with the athlete toward skill 
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development in a routine, organised way. An example was earlier given of an athletics coach 

who expressed the need to `help the athlete to set targets and goals, in terms of developing 

skills and work towards them in a very disciplined, systematic way'. Bass and Avolio (1999) 

offered support for the efficacy of this approach, and noted that it was necessary for 

subordinates to be aware of the training process for any training to be ultimately effective. 

This is an integral part of sport-as sport works to the premise of what Bass and Avolio (1999) 

stated is required for most effective learning of transformational leadership to take place. This 

reflects that way in which the coach and athlete enter into agreement regarding the specific 

skills that need to be developed, such as the ability to perform under pressure, and then plan 

how to accomplish that goal together. The skill development is continually monitored using 

feedback systems and goals are set and realised until that skill is improved. This is a key 

method with which skills such as performing under pressure are developed in the athlete. 

According to the findings of the research, the role of the sport in developing leadership is 

persuasive. The research also elaborated upon how leadership skills were developed in sport, 

and it appeared that mental skills played a strong and decisive role in the development of 

leadership in the athlete. This relationship between mental skills and leadership is best 

expressed as a model that represents skill interaction. Mental skills are now presented here 

within this context. 

The Model of Mental Toughness 

This model was created based primarily on the findings of the interviews conducted with 

sport coaches in the second phase of research, but is also supported by findings of other 

phases of research. It reflects the perceptions of coaches, regarding the skills they actively try 

to develop in their athletes. The skills referenced in this model are referred to extensively by 

coaches, and reflect the skills that are perceived as necessary for peak performance to occur. 

Coaches perceived different skills were necessary for different sport-related environments and 
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purposes, such as training and competition, and perceived that the skills in this model would 

be more apparent in elite/BUSA ls` team athletes than they would be in non-athletes or 

recreational athletes. The Model includes all frequently cited skills, with the exception of the 

development of physical ability in the athlete. 

The Model of Mental Toughness (Figure 6.2), presented at the end of this section, highlights 

the central role of specific mental skills in attainment of peak performance and reflects the 

prominent role of mental skills in the findings of the research. The presence of some mental 

skills was perceived to facilitate the development of others, use of specific skills appeared 

contingent on the situation within which the athlete was performing and many appeared to 

facilitate leadership and attainment of peak performance. The positive role of mental skills in 

leadership arguably gained support from the literature, which reported the positive role of 

emotional intelligence in developing leadership ability (Barling et al., 2000; Goleman, 1995, 

1998; Mayer and Salovey, 1997; Palmer at al., 2001; Salovey and Mayer, 1990) and as a 

predictor of success (Duckett and McFarlane, 2003). The mental skills that feature in this 

model appear similar to aspects of emotional intelligence; Goleman (1995), previously cited 

in the literature, referred to emotional intelligence as `a set of abilities and attributes that 

enable accurate identification and monitoring of the self and others feelings and internal 

states, which is then used to guide cognition and behaviour'. This bears similarity to the 

conscious desire of the coach to develop the ability to perform under pressure in the athlete, 

using behaviours such as self-leadership to achieve this goal. The athlete is required to 

monitor their own internal state, and regulate their emotional response to stress, if peak 

performance is to be achieved in a highly pressured situation. A previous example of this was 

given by an athletics coach, who described the mental control and skill necessary in the 

athlete, to compete in front of 16-18,000 spectators and a television audience of millions, and 

still perform to their highest potential. 
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The Model identifies the sub-components of Mental Toughness, and the way that Personal 

Management Skills facilitate mental toughness sub-components to occur. Firstly, the athlete 

enters the sport environment and develops and uses personal management skills to self- 

manage their sport and non-sport commitments. This involves `traditional' management 

activities, such as planning and organising, which allow the dual role of the student-athlete to 

occur. These personal management skills all relate to off-competition activity, including 

training and facilitate and support development of Mental Toughness, which relates only to 

on-competition/performance sport activity. On-performance can also include performance 

during training, but this would only include execution of the physical performance itself. 

Mental Toughness skills are sub-divided into two categories; core and secondary mental 

toughness skills. Both of these sub-categories are discussed in further detail later in the 

chapter, following a consideration of Personal Management skills. 

> Personal Management Skills 

The research showed that successful participation in sport requires a number of personal 

management skills, such as organisational skills, decision-making skills, goal setting and the 

ability to prioritise. The dual role of student and athlete requires the ability to manage 

commitments, on a day-to-day basis, so that both roles can be successfully fulfilled. The 

seemingly mundane skills outlined above not only allow athletes to carry out day-to-day 

activities, but also enhance performance as they prepare the athlete for competition. In the 

competitive situation, these ̀ managerial' skills (Nicholls, 1987) are discarded in favour of 

mental toughness skills, such as self-leadership. 

The coaches interviewed often identified organisation and decision making as skills 

developed by sport - `ability to get organised, to be able to plan' (athletics 3). A basketball 

coach discussed how he felt that being a student-athlete had taught him how to manage his 

time effectively. In addition, there were many references to the ability to prioritise as a skill in 
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the interviews. Coaches viewed this skill as essential in an athlete, believing that without it, 

success could not be achieved, as a consequence of the many competing demands athletes 

experienced on their time. 

Sport places a considerable demand onto a young adult to consistently make mature choices 

in the face of temptation, and commit to the sport above everything else. This requires the 

athlete to be responsible and mature and to understand prioritisation and self-sacrifice, in a 

way that non-athletes are not required to. The interviews with recruiter suggested that 

personal management skills are of key importance to the corporate sector as was noted by an 

advertising recruiter when discussing the skills of sport that business could benefit from. 

¢ Mental Toughness 

The research suggests that mental toughness is a key skill developed by sport. As previously 

discussed, these skills were referred to extensively by coaches as skills necessary for peak 

performance to occur. Mental toughness comprises both core and secondary sub-components. 

Core components are self-leadership, confidence and competitiveness. These are referred to as 

core components because they were cited by coaches as necessary for attainment of peak 

performance. However, the athlete can develop these skills without having to demonstrate or 

use them in sport, but they are nevertheless necessary for the secondary sub-components to 

occur. These core skills pre-empt, facilitate and constrain development of other skills, 

including leadership. Secondary sub-components of mental toughness are named as such, by 

the researcher, because they are reliant of the presence of core mental toughness components 

to occur. 

0 Core Mental Toughness skills 
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Self-leadership 

Self-leadership is a sub-component of mental toughness and relates to skills that are required 

to mentally regulate oneself, and achieve what could be referred to as emotional homeostasis, 

under conditions of positive or negative stress, so that high levels of performance can occur. 

Self-leadership includes self-esteem, self-manage, self-belief, self-leadership, self-coaching, 

self-assessment, self-motivation, self-analysis, self-awareness and self-eff icacy. The term 

`self-leadership' has been used by the researcher to refer to any conceptualisations of skills, 

discussed by interviewees, that involves the athlete taking on the role of coach, to coach 

themselves. It also involves any references to the self, that were perceived to be developed in 

the athlete through sport, and were a focus for development by the coach, such as self- 

confidence, and that were perceived by the coach to contribute to development of others skills 

(such as leadership). The ability to self-assess, self-analyse and self-coach were reported 

particularly as skills that could be developed via the feedback process used in sport. 

Self-leadership was evident in the literature (Drucker, 1990; Gabarro and Kotter, 1993), and 

in interviews. Coaches regularly discussed the need to develop this skill because they 

believed that the ability of the athlete to self-coach would lead to improvements in 

performance. Recruiters spoke of the need for self-leadership, in terms of the need for self- 

motivation in sport, and how this would be an attractive trait in business, the fact that 

executives had lost the ability to self-coach which was compromising performance, the need 

to be self-aware so that corporate performance could be improved, and the need to be able to 

criticise oneself and recognise causes for poor performance in a corporate environment. 

Recruiters often discussed how they would expect an athlete to be more self-assured. This 

expectation appears justifiable, as the third phase of research found that athletes are perceived 

to demonstrate greater leadership ability than non-athletes and also scored higher in measures 

of Extra Effort and Effectiveness. 
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Confidence 

The role that sport plays in creating confidence was discussed extensively in the research. The 

men's football coach believed that `success breeds success' and that `winning breeds 

confidence'. The women's football coach thought that her athletes would `exude an air of 

confidence that others wouldn't exude'. An athletics coach stated that athletes as a whole 

would be more confident people and that the best athletes were the most confident ones. The 

tennis coach considered that confidence would probably be the most improved skill in an 

athlete, following participation in the university tennis programme. A rugby coach attributed 

significant gains in the confidence of his athletes to the status and kudos they received as a 

result of being part of the rugby 0 team. A swimming coach attributed greater confidence in 

athletes to the greater self-esteem that sport built in his athletes. A basketball coach stated that 

`without confidence, you can't really play sport', and a rugby coach cited that `confidence... is 

what you'd look for in a leader'. 

This view was shared by graduate recruiters. A corporate banker held the opinion that 

confidence could make an athlete win, even if the competition appeared unbeatable. He 

described how often `it's got bugger all to do with the mountain, quite often it's got to do with 

what's in your head'. A financial services recruiter recounted how all of his most successful 

friends all played sport when they were young, and attributed this success to the confidence 

these friends of his gained in sport. An oil and gas recruiter commented how he would expect 

a student-athlete to be ̀ a lot more confident as an individual' than someone who did not play 

sport. 

It is interesting to note that, both graduate recruiters and sport coaches identified the potential 

for confidence to become arrogance. References were made earlier in the thesis to the 

`Loughborough arrogance', and to the fact that confidence gained in sport was not `ring- 
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fenced' to the pitch, but was instead transferred by the athlete to other areas of their life. `You 

believe people are interested in you and what you have to say' (rugby 1). This was backed up 

by findings of the literature review (Bass, 1985; Bass and Avolio 1993; Lievens, Van Geit & 

Coetsier, 1997; Pawar and Eastman, 1997), which identified the role of charisma in 

transformational leadership, and the potential for a `dark side' of charisma to emerge. It is 

also interesting that athletes scored significantly higher in SELF and OTHERS measures of 

Charisma. In fact, the potential for charisma to become arrogance, as defined by coaches, 

could be arguably manifest as the ̀ shadow side', or negative side of charisma in the athlete, a 

concept reported prominently in the literature (Conger & Kanungo, 1985, in Bass, 1985; 

Jacobsen & House, 2001; Maccoby, 2000). 

Competitiveness 

The desire and ability to compete is essential in elite/BUSA 1s` team sport. It is unsurprising, 

then, that sport coaches felt a highly competitive nature was integral to the success of the 

athlete. Graduate recruiters placed similar value on competitiveness and this value was placed 

markedly higher amongst graduate recruiters who had played high-level sport themselves. 

One recruiter recounted that his most successful friends had played sport, and were more 

successful in their careers as a result. Other recruiters felt is was a skill that had helped them 

succeed in business, and many regarded the skills as desirable in graduates. The hockey, 

basketball and women's football coaches all discussed competitiveness as being innate in top 

level athletes and also believed that it was a skill that could be developed and honed by sport. 

. Secondary mental toughness behaviours 

The research indicated that the core mental toughness components must be present in the 

psyche of the athlete for secondary mental toughness skills to be developed in, and used by, 

the athlete. These secondary behaviours are presented in detail below: 
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Per orming under pressure 

EliteBUSA 1st team sport involves situations of extreme pressure, such as playing in the 

BUSA Finals, or competing at the Commonwealth Games. These situations require the athlete 

to cope effectively with this pressure and at the same time achieve peak performance. As a 

result, coaches reported that they spent a great deal of time trying to coach the athlete in how 

to perform effectively under pressure. Use of psychologists and a general holistic approach to 

coaching were both methods used to facilitate development of this skill in athletes. A 

swimming coach talked of developing `extreme skills that can operate under extreme 

pressure and intense situations'. This was also cited as a requirement by some graduate 

recruiters, always those with sport experience, who viewed the ability to perform under 

pressure as highly attractive. The financial services recruiter looked for candidates who 

`might be nervous at the start of an interview but who relaxes very quickly and was interested 

in getting the best performance out of them'. 

gaging Success and Failure 

Managing a loss emerged strongly as a skill, in interviews with both coaches and graduate 

recruiters. It relates to the ability to take ownership for failure, to learn from it and 

constructively use it to improve subsequent performances. For example, the rugby and hockey 

coaches acknowledged the need to look at reasons for a loss, to self-analyse and see where 

improvements could be made, and to use the loss as a positive learning experience. The tennis 

coach discussed the need to be able to cope with a win and a loss. One coach took the concept 

a step further by pointing out that athletes were extremely competitive and this compounded 

the need to develop coping skills; if a highly competitive person lost, it might be more 

damaging than if a less competitive person experienced that same loss. 
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An advertising recruiter discussed his own highly competitive nature and felt that his own 

experience of sport had pushed him to develop a skill whereby he was able to constantly self- 

analyse in order to improve performance, and to turn a loss into a win. He gave an example of 

how the ability to admit fault in the corporate environment and to take responsibility for and 

fix that fault, was a sports trait. He was so highly motivated to win, that he was prepared to 

take full responsibility for mistakes, rather than apportion blame on others, if it meant 

performance could be improved and success could be gained. He had already seen how this 

approach turned a loss on the rugby pitch one week, into a win the next, so had faith in the 

system. 

This attitude was shared by graduate recruiters with sport experience. For example, a financial 

services recruiter made a similar comment that sport was able to teach the ability to be honest 

with oneself if mistakes had been made and that ownership must be taken of that problem: 

`I'm not where I want to be and why the hell aren't I there? ' Using self-analysis, the recruiter 

identified the need to identify where the problem had occurred and then proactively sought to 

solve it. An athletics coach relayed the importance of this lead into this `taking ownership of 

what they do, so they are leaders of themselves. The tennis coach similarly regarded a benefit 

of sport as making the athlete put themselves on the line, forcing them to assess their 

performance, to realise where errors occurred, and actively seek to improve performance in 

the next match as a result. Coaches felt that they successfully developed these skills in their 

athletes. 

This was supported by findings of the third phase of the research; that athletes scored 

significantly higher in SELF and OTHERS measures of Management-by-Exception-Active 

(MbyE-A) behaviour. MbyE-A requires exactly the approach defined by interviewees - the 

practice of proactively identifying problems and mistakes and seeking ways of solving them. 

One athletics coach expressed this sentiment in terms of how the athlete could transfer this 
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skill to business in that learning to manage a loss on the pitch would teach the executive to 

face and overcome the same problem in the office. 

Adherence to Training 

This secondary sub-component of mental toughness encapsulates the skills of tenacity, work 

ethic and discipline. Adherence to training might appear to be a mundane, managerial `day-to- 

day' type activity, but for the elite athlete, the demands of training are so rigorous that it 

requires considerable mental strength to adhere to it. Early morning training, punishing 

workouts, constant and rigorous assessments, the stress of competing and concerns over how 

training was to be financed, were all examples of the requirements of training given by 

coaches and recruiters. Specifically, tenacity, a strong work ethic and discipline are all 

required in the athlete and also require constant development, so that the athlete becomes 

accustomed to adhering to even stricter regimes that in turn require an even greater level of 

dedication and work ethic and lead to even greater performance. 

These sub-components constitute the Model of Mental Toughness, presented below in Figure 

6.2. 

Figure 6.2 The Model of Mental Toughness 
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So far, this chapter has reported two major findings; how athletes develop skills and what 

skills are actually developed in the athlete. The third major finding concerns the 

transferability of sport skills to business, the way in which the athlete can transfer these skills 

and the way in which these findings contribute to an understanding of the values that the sport 

business metaphor embodies. 

The Sport Business Metaphor 

From the results presented in the previous chapters and the discussion above, it is clear that 

this research supports the existence of the `sport business metaphor', which was evidenced 

through the analogous use of sport by the corporate sector in the literature, reported 

extensively in interviews and strengthened by the findings of the MLQ research. 

For example, the tennis coach commented that sport could provide an effective analogy 

through which a person to learn general life skills, as it was something they could readily 

associate with, and be passionate about. A performance consultant voiced the sentiments of 

the corporate sector in general by stating that `people are using sport as a good analogy to 

help people think more openly about themselves' (corporate banking 2). Recruiters 

highlighted the value of sport as a means of teaching and communicating ways for executives 

to improve, as illustrated by a corporate banker who referred to sport as an `excellent, 

excellent way of getting people totally focused on things' (corporate banking 1). All 

performance consultants reported that they regularly used sport analogies to help executives 

understand and apply the skills that they were being taught. One performance consultant 

stated that his company actually played a round of golf with clients as a means of coaching 

them in the development of mental skills. 

The literature review also highlighted the use of sport metaphors & analogies (Adler, 2004; 

Dann, 2003; Fletcher, 1995; Goff, 2005; Goldberg, 2005; Hillman et al, 2005; Lukas & 
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Kirby, 2004; McNutt & Wright, 2002; Oliver, 2001; Orpen, 1999; Weinberg & McDermott, 

2002) and interviews with sport coaches in management journals (Auerbach & Webber, 1987; 

Beaulieu & Zimmerman, 2005; Bergvall & Roth, 2004; Keeyes, 1994; Lassiter & Gourville, 

2004; McNutt & Wright, 2002; Oliver 2001; Parcells, 2000; Walsh & Rappaport, 1993, in 

Nutt and Wright, 1985) were frequent. Examples included drawing a parallel between the two 

environments, that likened the office to the playing field, where the time frame in which sport 

is played was compared to the weekly, monthly and year-end performance targets in business, 

and the playing field was likened to the office. 

All interviewees perceived that the skills developed in the sport arena were fully transferable 

to business. The second phase of research provided many examples of the use of the `sport 

business metaphor' in corporate practice, through interviews with recruiters and observation 

of how they perceived sport. The role of eliteBUSA 1'` team sport experience in the 

recruitment process was reported to be used in an implicit and explicit way, depending on the 

recruiter, and sport was viewed very favourably in the recruitment process. The value and use 

of the `sport business metaphor' to the recruitment process was defined here in two ways. The 

first concerned the need to find ways to evidence excellent examples of ability at interview, 

attributable to the highly competitive nature of the graduate recruitment market. The second 

concerned the highly visual nature of sport that allows clear quantification of ability. Both are 

considered below. 

Competitiveness of the Graduate Recruitment Market 

A retail banking recruiter discussed how 4,000 applications a year for a very small number of 

places necessitated excellent examples at interview. A corporate banker elaborated on this 

point by identifying that graduates, by virtue of youth, had no work experience and thus had 

to find other persuasive ways of selling themselves as a potential employee. The advertising 

recruiter looked for `something in which they'd taken on multiple roles on their CV', and the 
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financial services recruiter clearly viewed sport favourably when he commented that `anyone 

who ... played university sport and still finished their degree. 
.. I would definitely think they 

were a good potential candidate'. Statistical findings presented in this thesis provided further 

justification for positive inferences of skills onto athletes by recruiters; eliteBUSA l' team 

athletes scored significantly higher in perceived measures of Extra Effort and Effectiveness, 

when compared to non-athletes, and also scored significantly higher in all perceived ratings of 

transformational leadership measured in the third phase of this research. 

The Visual Nature of Sport 

In many cases, sport experience was viewed as a means of providing the athlete with a 

competitive advantage in the recruitment market. Examples were very clear and persuasive 

and were always referred to by graduate recruiters with sport experience. The financial 

services recruiter believed that 'in sport it is so easy to find a winner... sport in 

uncompromising in saying you are better than someone else'. An athletics coach voiced the 

same sentiment, stating that his sport, track and field, was the most accountable sport in the 

world; running the 100m in 10.2 seconds, then running it again at 10.18 seconds meant an 

easy assessment of athletic performance. This potential advantage was also described by sport 

coaches. For example, a basketball coach saw it as a definite plus to have high-level sport 

experience, and that if a recruiter had two candidates with the same qualifications, and one 

person hadn't played sport, the person who has played sport would claim the advantage. 

A swimming coach thought that equating other extra curricular activities with high-level 

sport, in terms of skill development, was impossible, as the demands of sport were a level up 

on other activities, and that other extra curricular activities `would mean nothing to me - if I 

was an employer, that wouldn't cut any mustard'. Even when coaches tried to equate other 

activities favourably with sport, they struggled to find something that would equal the 

outcomes of sport. One athletics coach commented that 'sport is the main thing you can do to 
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develop your ability'. Similarly, the hockey coach commented that skills could be learnt more 

easily in sport, because of the fact that the athlete would feel very comfortable in that 

environment, and would be more confident because of their sport ability. Nevertheless, there 

was some consensus that skills could theoretically be developed in any other environments, 

but it was clear that sport provided by far the best means of evidencing these skills. 

The Sport Business Transferability Model 

These previously referred to examples show how the sport business metaphor has become 

part of the corporate culture for the companies that the recruiters work for. The following 

model, the Sport Business Transferability Model proposes a process that accounts for why 

this has occurred. This Model represents the way in which skills are acquired in sport and 

transferred to business. Findings of the three phases of research reported in this thesis, in 

addition to the Developmental Exchange Model of Sport and Model of Mental Toughness, all 

provide a rationale for the development of the Sport Business Transferability Model, which is 

presented below. 

Figure 6.3 The Sport Business Transferability . lode! 
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The Sport Business Transferability Model identifies the way in which skills are developed in 

elite/BUSA 1s` team sport, and then transferred to business. The Model identifies that skills 

are developed in the athlete, via sport, through the interchange of three specific factors: the 

Intrapersonal Teacher-Learner Exchange, the Interpersonal Teacher-Learner Exchange and 

the Developmental Exchange Environment of Sport. 

As a result of this inter hange, skill acquisition takes place, which leads to performance. This 

is a continual process, where the Interchange - Skill Acquisition - Performance loop is 

continually executed, so that performance is continually improved. However, and herein lies 

the transferability mechanism, the athlete now possesses these skills and does not rely on 

spart to perpetuate them, so when they leave the sport environment, and leave the 

Interchange-Skill Acquisition-Performance loop, they take these skills with them, but may not 

continue to develop them if the Interchange-Skill Acquisition-Performance loop is not present 

in the new context. The athlete enters the corporate sector, where these skills can be used to 

achieve performance outcomes. Performance is now facilitated or constrained by new 

interpersonal, intrapersonal and environmental variables that replace those present in sport. 

The three variables crucial to this Model are: the athlete/executive (intrapersonal), the 

coach/Manager (interpersonal), and the performance environment of sport/business 

(environment). These three variables that act as facilitators and constrainers to skill 

developments and transferability are discussed in further detail below: 

¢ Intrapersonal 

The Intrapersonal teacher-learner exchange requires the athlete to adopt the dual role of the 

teacher and learner. This component of the Model is representative of the Model of Mental 

Toughness in that it requires the athlete to self-lead and self-manage, and, therefore, to self- 

coach in order to achieve goals. In this way the athlete takes on the role of both teacher and 
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learner. The ability of the athlete to exercise and develop this exchange is developed by the 

coach, who actively seeks to develop skills in the athlete that will allow this process to occur. 

These skills are mental skills (mental toughness and personal management skills), which also 

positively affect acquisition of other skills, such as leadership. 

The teacher-learner exchange effectively requires the athlete to self-coach. This requires a 

high level of intrinsic motivation. The coach needs to advance the athlete to a stage where 

they can cope on their own in a pressured environment. Self-motivation thus appears as an 

integral element of self-leadership, a sub-component of Mental Toughness. McClelland & 

Burnham (1995) similarly reported achievement motivation as the most important factors in 

achieving managerial success, which further suggests transfer of the skill between the coach- 

athlete and manager-subordinate environment. Athletes scored significantly higher in 

measures of Inspirational Motivation (IM) in the third phase of the research, which adds 

weight to the concept that this skill is both developed and required by sport. IM was 

positively correlated with all other transformational behaviours measured in this phase of the 

research, and negatively correlated with passive avoidant behaviours. 

¢ Interpersonal 

The Interpersonal Teacher-Learner Exchange requires interaction between the coach and 

athlete, where the coach is the Teacher, and the athlete the Learner. This component is 

representative of the Developmental Exchange Model of Sport. The coaches use high levels 

of Individual Consideration (IC) with the athlete, so that the specific strengths and 

weaknesses of that athlete can be identified and performance can be improved. The coach 

adapts their approach according to the needs of each athlete. As discussed earlier, this is an 

approach used extensively in sport that carries a proven track record of success and is clearly 

relied upon by the coaches interviewed in this research. This Teacher-Learner Exchange 
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exists within a rigid, rule-bound environment, where reward and punishment for the athlete 

are contingent on his or her success or failure to achieve the goals set by the coach. 

¢ Environmental 

The environmental aspect of the Sport Business Transferability Model constitutes two 

elements. Firstly, sport and business are both characterised as peak performance 

environments. Secondly, sport provides an extra environment within which skill acquisition 

can occur. 

Peak Performance Environment 

References to similarities between the sport and business environments abounded and many 

interviewees believed that it was difficult to draw major distinction between them. An 

athletics coach referred to the fact that `some of the qualities which are desirable for the work 

environment are also desirable for the environment of the athletics track'. Another example 

was provided by a swimming coach: `I think in quite a big way there's a carry over from 

sport to business' (swimming 2). There was a trend evident amongst interviewees to refer to 

both sport and business as extremely similar high-performance environments and this leads to 

the argument stated here; that the `sport business metaphor' is grounded strongly in the fact 

that both sport and business are high-performance environments, so first, comparisons 

between the two will naturally and inevitably occur, and second, that the skills required in 

sport will be of value to business. 

This partly explains the willingness of the latter to look to the former for lessons in how to 

improve performance: ̀ it's the same thing-you're talking about performance' (rugby 1). The 

women's football coach remarked that if the goal was to help an individual fulfil their 

potential, it didn't make a difference what environment they operated in - it would require the 

same basic approach. These examples were demonstrative of the way that skills developed in 
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sport were regarded: as life skills or transferable skills, not as sport skills. These references 

were common, as represented by an example offered by the tennis coach states that `I don't 

think of it as tennis, I think of it as life skills'. The concept presented here is that the same 

generic skills will assure peak performance in any high-performance environment, so 

concepts such as the Model of Mental Toughness discussed earlier in the chapter are 

theoretically equally as applicable to any high-performance environment. 

Additional Learning Environment 

There is a great deal of complementary evidence within this research to support the fact that 

sport provides an extra environment for learning and developing skills. All interviewees 

identified this factor as one of the biggest benefits of sport. Not only does sport provide a very 

effective training ground for the development of skills, it also provides an extremely visual 

and accountable way of evidencing skills. This is particularly attractive to graduate recruiters, 

who cite this visual element as one reason why sport could provide a competitive advantage 

in the recruitment process. Sport coaches communicated a belief that the major benefit of 

sport as an extra learning environment lay in its life-enriching qualities. It was reported to add 

a `buzz and excitement' (athletics 3) to life, to provide academic enrichment - `if you have a 

healthy body you have a healthy mind' (hockey), to allow the athlete to `experience other 

people and different cultures' (athletics 2), and to play a role in `relieving frustration' 

(athletics 2). 

Summary 

This chapter has presented and discussed the key findings of the three phases of research, 

which showed overwhelming support for the way in which the 'sport business metaphor' has 

become ingrained in corporate culture. The corporate sector has adopted the practice of using 

sport analogies and metaphors within its culture and does so because of a belief that sport can 
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teach them how to develop skills and improve performance. This research suggests that this 

belief is justified as is the related corporate sector practice of inferring skills onto athletes and 

favouring sport in the recruitment process. 

The way in which sport developed these skills was clearly acknowledged and formed the 

basis of the Developmental Exchange Model of Sport and the Model of Mental Toughness. 

The Model of Mental Toughness identified the role of personal management skills in 

facilitating mental toughness and peak performance and also identified the situational 

dependence of both. The Developmental Exchange model identified the dualistic autocratic- 

democratic leadership style of the coach, the holistic approach to coaching and use of 

feedback systems as facilitators of achievement of performance outcomes. The way in which 

these skills are transferred is presented in the Sport Business Transferability Model. This 

model highlighted that cessation of the Interchange-Skills Acquisition-Performance loop 

occurred when the high-performer entered the corporate environment and this is attributed to 

absence of a Developmental Exchange structure. Both sport and business are, however, high- 

performance environments, so there is no reason that the structure of sport could not be 

imposed effectively on the structure of business in accordance with corporate aims and 

objectives. 
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CHAPTER SEVEN: CONCLUSIONS 

Introduction 

This aim of this thesis was to investigate the concept of the sport business metaphor in order 

to understand exactly the nature of the concept, how it affects business practices, and what 

implications it holds for the sport and business communities. This thesis constitutes the first 

significant research of the sport business metaphor and in doing so leads to an understanding 

of the values it embodies, why it exists and how it continues to affect corporate practices. 

This thesis provides an empirical foundation for the `sport business metaphor' and further 

provides models that illustrate how sport practices can be used by business. Currently, the 

corporate sector endorses the `sport business metaphor', but this endorsement is not defined 

by academic research, and subsequently it appears that it is not being maximised as a means 

of enhancing performance. This supposition is based on the fact that the corporate sector, by 

virtue of absence of research, does not understand how to exploit the use of the `sport 

business metaphor' in a defined, systematic or quantifiable way. Clarification provided in this 

thesis offers the potential to enhance the efficacy of this approach. There is currently 

significant disparity in corporate sector approaches towards the use of sport to inform 

practice, despite the fact that all recruiters interviewed in this research heavily endorsed the 

concept of the `sport business metaphor'. 

This thesis provides evidence to support the corporate sector practice of looking positively at 

sport, inferring positive skills onto athletes and its perception that sport can develop skills that 

can be transferred effectively from sport to business. The mixed-methods approach adopted 

by this research demonstrates consistency of findings across all three phases of research. The 

findings of the three research objectives are now concluded, which is then followed by a 
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consideration of the significant implications this research holds for the corporate sector, sport 

and the academic community. The chapter then concludes with a statement of future research 

implications and final summary of the thesis. 

Objective One: Identify the Skills that are perceived as Characteristic of the Effective 

Manager 

This objective was primarily achieved by the systematic review of literature, which identified 

that communication skills, vision, achievement motivation, ethics, empathy, change 

management, leadership and transformational leadership are perceived to be characteristic of 

an effective manager. The systematic review effectively informed further research by first, 

defining leadership as the most desirable skill and second, by identifying the need to measure 

perceptions of leadership of athletes and non-athletes utilising the MLQ. 

Objective Two: Identify whether sport is perceived to develop the skills that are perceived to 

be characteristic of an effective manager 

The second objective was satisfied through the use of semi-structured interviews, which 

allowed a comparison of the skills identified in the literature with those identified by 

practitioners. In terms of the skills perceived to be required, practitioners strongly mirrored 

the findings of the systematic review and these skills were also all perceived by all recruiters 

and sport coaches to be developed by sport. Furthermore, all recruiters and sport coaches 

believed that these skills could all be transferable from sport. The interviews provided 

valuable insights into some of the values that the `sport business metaphor' embodies and 

provided evidence to show how it has become ingrained in corporate culture and can affect 

recruitment practices. Interviews with sport coaches identified how sport developed these 

skills, offering an insight into the mechanisms of elite/BUSA 1" team sport that facilitate and 

constrain skill development. Again, leadership emerged as the most desirable skill. 
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Objective Three: Identify whether athletes are perceived to have greater leadership skills 

than non-athletes 

The third and final research objective was achieved using the Multi-Factor Leadership 

Questionnaire, the choice of which was justified by the findings of the systematic review. The 

findings again established support for the corporate practice of inferring positive skills onto 

athletes, in that athletes were perceived by SELF and OTHERS to score significantly higher 

on all measures of transformational leadership, in addition to Contingent Reward, 

Management-by-Exception Active, Extra Effort and Effectiveness. 

Positive correlations between contingent reward and transformational behaviours strongly 

supported the notion, as presented in the Developmental Exchange Model of Sport, that the 

highly-structured nature of elite/BUSA 1St team sport acted as a significant and positive 

facilitator in the development of leadership. 

The mixed-methods approach adopted in this research allowed congruence in findings to 

emerge within all phases of research. The detailed nature of the study allowed valuable 

insight into the sport business metaphor, its use, the values it embodied, and the way it 

affected practices. A strength of the research lay in the fact that it not only identified the skills 

desired most strongly by the corporate sector, but went on to clarify that the corporate sector 

believed that sport would develop these skills, and then measured perceptions of the level of 

these skills in athletes and non-athletes. This provided a real justification for the corporate 

practice of inferring positive skills onto athletes, particularly with regard to leadership. This 

also led to development of three models that were presented in the Discussions chapter; the 

Developmental Exchange Model of Sport, the Model of Mental Toughness and the Sport 

Business Transferability Model. 
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As previously acknowledged, these findings carry significant implications for graduate 

recruiters, corporate executives, performance consultants and the academic community. The 

ramifications of these findings are now considered. 

Implications of Findings 

Graduate Recruiters and Corporate Executives 

Schenck (cited in Sanford, 1993) urged corporations to look to sport to achieve performance 

excellence in the following areas: creating a compelling vision, a clear definition of success, 

timely performance feedback, clear rules of play, valuing diversity, distribution of decision 

making, individual as well as team initiative, motivation and a sound structure. This thesis 

provides evidence to support recommendations such as these, and provides a clear framework 

for transference of skills from sport to business, as evidenced in the Sport Business 

Transferability Model. 

The corporate sector can benefit from this research by the development of a more defined 

recruitment strategy, based on the approach of Group One recruiters. This reflects the ability 

of Group One recruiters to actively seek specific skills, provide an adequate conceptualisation 

for these skills and appreciate how these skills should be presented, evidenced or quantified 

by the graduate. Group One recruiters noted that whilst many recruiters put a label on what 

they looked for, such as leadership qualities, they had no real appreciation for what the skill 

actually meant, or represented. This indicated that many recruiters did not have an adequately 

clear idea of the nature of the skills that they desired in the graduate, such as leadership 

ability, or the type of experiences and examples given by a graduate that would best represent 

these skills. Sport captaincy, for example, might not be enough to assure the presence of 

leadership in an athlete-it might simply denote the athlete was the best player, and so this 

experience would require probing in further detail. A lack of conceptual isation of leadership, 
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on the part of the recruiter, might lead to simple acceptance of captaincy as an indicator of 

leadership potential, which might constitute an inaccurate assessment of the graduates' skills. 

This lack of understanding appeared to permeate some graduate training programmes used by 

the companies represented in the interviews and adoption of the Developmental Exchange 

Model of sport by these companies might effectively address this concern. Unfocused team 

building, such as painting a community youth club, might effectively raise the ethical profile 

of the corporation, and recreational activity, such as climbing mountains might actively 

engage employees in a common pursuit, but it does not necessarily lead to targeted skill 

acquisition. Sport participation provides an example of how training can be efficient and 

quantifiable, with clear performance targets and outcomes, and the corporate sector would do 

well to question whether the training methods they use are similarly justifiable. 

In a related observation, it appears that the corporate sector could also capitalise more 

efficiently on the highly visual and accountable nature of sport. Sport is perceived to 

demonstrate skills more effectively than any other extra-curricular activity, has a proven track 

record of success and is already favoured by recruiters above other extra-curricular activities 

for this very reason, so therefore constitutes an extremely valuable tool that the recruiter can 

exploit in the interview process. The implicit and explicit use of sport experience in the 

recruitment process was often observed amongst recruiters, so it is already a common 

practice, but arguably needs to be acknowledged and exploited more efficiently. 

Another implication for the corporate sector is how the models generated in this thesis can 

inform corporate practices and lead to enhanced performance. Adoption of principles of the 

dualistic autocratic-democratic coaching style, as evidenced in the Developmental Exchange 

Model of Sport, might offer significant benefit to the corporate sector in terms of improving 

performance in day-to-day corporate operations. This is because the Model demonstrates how 

use of both democratic and autocratic styles are necessary, as different situations offer 
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different opportunity for skill development, but may require different styles of leadership. The 

example in sport is where the coach uses a democratic, nurturing style in the holistic 

approach, with a specific goal of developing and appraising skills in the athlete, and an 

autocratic style when admonishing the athlete for failure to achieve goals (contingent reward 

behaviour), or in the competitive context, such as a hockey match, when the coach needs to 

direct the athlete (such as player substitution and half-time talks). This indicates that an 

autocratic style is not necessarily ineffective in business, if it is grounded in a wider, 

democratic approach, where goals and skill development are clearly demarcated for both 

manager and subordinate. 

Often, references were made to the fact that the autocratic nature of sport might not be 

applicable to business, but these observations were based only on an evaluation of the on- 

competition/on-performance style of the coach. The Developmental Exchange model of sport 

clearly defines the need for a dualistic coaching style in elite/BUSA 1" team sport, which has 

displayed a proven track record of success. Adoption of the holistic approach to coaching, a 

dualistic approach to leading executives, and, critically, feedback systems appear to hold great 

potential to the corporate sector as a means of enhancing performance. 

Performance Consultants 

This research provides evidence to support Performance Consultancy claims that sport 

techniques can be used to improve corporate performance. This research also provides a 

valuable means for performance consultancies to secure a competitive advantage in what has 

become a fast-growing and highly competitive industry. At present, most consultancies use 

models and approaches that possess no academic underpinning and this research adds 

credence and validity to the argument that sport can be used to improve corporate 

performance. Consequently, corporations may be more willing, or able, to justify investment 
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in these services, if they are based upon models and approaches that possess empirical 

validation. 

Academic Comm uni 

The implications for the academic community are two-fold. Firstly, as this research provides 

evidence that sport is a valuable developer of transferable skills, there is justification for 

regarding the role of sport in the academic curriculum, as both provider of mental, as well as 

physical skill development, and as a means of preparing the graduate for the demands of the 

workplace. Universities have the potential to develop high-achievers that not only excel 

academically, but also possess quantifiable transferable skills that make them more attractive 

to private sector companies and potentially give them a competitive advantage in terms of 

graduate recruitment. This carries benefits in terms of attracting high-calibre undergraduates 

and post-graduates to the university, especially those that are considering a corporate career 

upon graduation. This also raises the profile of the university to the corporate sector, and 

offers greater confidence to recruiters that graduates are not only capable of educational 

achievement, but are also capable of achievement in the corporate world. This is particularly 

pertinent, given the reflections of some recruiters that universities failed to prepare graduates 

sufficiently for the workplace, but that sport was perceived to develop all the skills that they 

required. 

The most significant implication of this research for the academic community therefore lies in 

its ability to offer insight into the skills that graduate recruiters desire, and the kind of 

examples that would be most effective in an interview. This will allow the university careers 

services to more accurately gauge exactly what kind of approach is needed to maximise the 

students' chances of employment in the graduate recruitment process. 
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The second implication for the academic community concerns student-athletes, who can use 

the empirical findings presented in this thesis to hone their approach to the job application 

process. The empirical findings denote particularly positive outcomes for student-athletes, 

and the sport experience of the graduates must be exploited to its fullest advantage. This 

could be approached in a number of ways, such as citing the empirical evidence in this thesis 

that perceived ratings of student-athlete leadership ability are significantly and consistently 

greater than non-athletes and capitalising on this evidence by offering examples of how they 

feel they have developed as leaders in their sport. 

The student-athlete could refer a range of skills in the interview process, such as sub- 

components of mental toughness or personal management, which the corporate sector clearly 

desires and already believes, are developed through sport. Real value lies in the ability of the 

Model of Mental Toughness in conceptualising the skill development process in sport; it 

offers a concise and eloquent means for the graduate to describe the range of mental skills 

they feel they have developed and can relate these specifically to their ability to self-manage 

and self-lead. 

In a more general sense, students can benefit strongly from becoming aware of the high value 

placed on sport by recruiters. Depending on the planned career of the student, there may be 

clear justification for selection of university sport, amongst competing alternatives, as the 

most efficacious choice for developing a competitive CV. 

The implications of this research for the corporate sector, sport and academic communities 

are clear. As this thesis defines a new area of sport management research, there is potential 

and scope for further empirical activity of the `sport business metaphor'. In mind of this, the 

thesis concludes with a consideration of the implications for future research. 
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Implications for Future Research 

This research inevitably presents new issues which go beyond the objectives of the immediate 

study and identifies areas for further investigation. As the thesis presented and empirically 

validated a new area of sport management, there is opportunity for further study in this area. 

The first area of further research would be to replicate the interview and MLQ research with a 

larger research group of coaches and athletes. Replication would allow the researcher to 

measure perceptions of leadership in student-athletes and non-athletes across a wider range of 

sports and to identify significant differences between team and individual sports and across a 

range of sports. 

The second area of further research is the development of the three models presented in this 

Chapter. The Sport Business Transferability Model, Model of Mental Toughness and 

Developmental Exchange Model of Sport are introduced in this thesis, but require further 

testing and development to ensure issues of reliability, validity and generalisability are met. 

A third area of further research should be the development of an instrument to measure levels 

of mental toughness and personal management in athletes. This will allow the researcher to 

gain further insight into skill development in the model, and to also contribute to the testing 

and development of models outlined in the previous point. 

Summary 

The concept of transferring skills from sport to business has always appeared to be a much 

vaunted corporate sector myth. However, this research suggests that this myth is a reality, as 

there is evidence to support its existence and models that show how to achieve and exploit it. 

The research demonstrates that the corporate sector is justified in looking to sport for 
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inspiration, but recognises that this inspiration needs to be defined, quantified and systematic 

if its true worth to the corporate sector is to be realised. As a result of this research, the `sport 

business metaphor' is now underpinned by empirical research, and in doing so, provides 

evidence that transference of skills from the locker room to the boardroom really can occur. 
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APPENDICES 

Appendix 1.1 Single Keyword Search 

Leadership 

Skills 

Competencies 

ASSIA (CSA) 2041 

ArticleFirst (OCLC) 18771 

British Humanities Index (CSA) 1652 

IBSS (BIDS) 2259 

London School of Economics 1434 

Zetoc 19012 

British Education Index 727 

SportDiscus 3020 

ASSIA (CSA) 7142 

ArticleFirst (OCLC) 19206 

British Humanities Index (CSA) 1077 

IBSS (BIDS) 1223 

London School of Economics 692 

Zetoc 32851 

British Education Index 3218 

SportDiscus 10000 

ASSIA (CSA) 404 

ArticleFirst (OCLC) 1101 

British Humanities Index (CSA) 35 

IBSS (BIDS) 133 

London School of Economics 17 

Zetoc 4545 

British Education Index 103 

SportDiscus 260 
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Appendix 1.2 Combined Keyword Search 

Leadership, Skills AND Competencies 

ASSIA (CSA) 3 

ArticleFirst (OCLC) 4 

British Humanities Index (CSA) 0 
IBSS (BIDS) I 

London School of Economics 0 

Zetoc 6 

British Education Index 2 

SportDiscus 5 

Effective 
ASSIA (CSA) 8069 

ArticleFirst (OCLC) 40175 

British Humanities Index (CSA) 1381 

IBSS (BIDS) 2035 

London School of Economics 652 

Zetoc 93159 

British Education Index 702 
SportDiscus 5109 

Models 
ASSIA (CSA) 9984 

ArticleFirst (OCLC) 73528 

British Humanities Index (CSA) 5644 

IBSS (BIDS) 10748 

London School of Economics 9017 

Zetoc 564477 

British Education Index 1991 

SportDiscus 2729 

Theory 
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ASSIA (CSA) 16081 

ArticleFirst (OCLC) 174242 

British Humanities Index (CSA) 8649 

IBSS (BIDS) 24728 

London School of Economics 15313 

Zetoc 286154 

British Education Index 1925 

SportDiscus 10000 

MD (Managing Director) 
ASSIA (CSA) 85 

ArticleFirst (OCLC) 64356 

British Humanities Index (CSA) 29 

IBSS (BIDS) 9 

London School of Economics 112 

Zetoc 57326 

British Education Index 4 

SportDiscus 10000 

CEO (Chief Executive Officer) 
ASSIA (CSA) 45 

ArticleFirst (OCLC) 7671 

British Humanities Index (CSA) 10 

IBSS (BIDS) 89 

London School of Economics 11 

Zetoc 6691 

British Education Index 

SportDiscus 

Case Study 
ASSIA (CSA) 3652 

ArticleFirst (OCLC) 27877 

British Humanities Index (CSA) 1691 

IBSS (BIDS) 1748 

London School of Economics 1638 

Zetoc 166117 

British Education Index S 
SportDiscus 68 
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Styles 
ASSIA (CSA) 1798 

ArticleFirst (OCLC) 4080 

British Humanities Index (CSA) 466 

IBSS (BIDS) 550 

London School of Economics 109 

Zetoc 17444 

British Education Index 740 

SportDiscus 1165 

Sub-search of Styles AND (charismatic) 

ASSIA (CSA) 5 

ArticleFirst (OCLC) I 

British Humanities Index (CSA) 1 

IBSS (BIDS) 1 

London School of Economics 0 

Zetoc 2 

British Education Index 0 

SportDiscus I 

Sub-search of Styles AND (traditional) 

ArticleFirst (OCLC) 32 

British Humanities Index (CSA) 19 

IBSS (BIDS) 34 

London School of Economics 0 

Zetoc 112 

ASSIA (CSA) 31 

British Education Index 7 

SportDiscus 37 

Sub-search of Styles AND (rational) 

ASSIA (CSA) 13 

ArticleFirst (OCLC) 7 
British Humanities Index (CSA) I 

IBSS (BIDS) 5 

London School of Economics 0 
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Zetoc 14 

British Education Index 1 

SportDiscus 5 

Sub-search of Styles AND (transformational) 

ASSIA (CSA) 7 

ArticleFirst (OCLC) 5 

British Humanities Index (CSA) 0 

IBSS (BIDS) 7 

London School of Economics 0 

Zetoc 7 

British Education Index 5 

SportDiscus 0 
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Appendix 1.3 Adapted Keyword Search 

Leadership AND Skills AND Effective/Competencies 

ArticleFirst Zetoc SportDiscus 

Effective 18 22 16 

Competencies 4 6 5 

Leadership AND Models AND 

Zetoc 

Theory 17 

Leadership AND Management AND business/sport 

Assia Article 
First 

British 
Humanities Index 

IBSS LSE Zetoc British Ed 
Index 

SportDiscus 

business 18 190 59 107 21 296 16 10 
sport 0 0 3 0 0 13 0 157 

Leadership AND Sport AND Skills 

SportDiscus 73 

Leadership AND Styles AND: 

Article First British Ed Index Zetoc 

Charismatic 1 3 0 

Rational 2 0 0 

Traditional 3 4 1 
Transformational 5 4 7 

274 



Appendix 1.4 Adapted Keyword Search 10% Sampling 

Leadership AND Management AND Business AND (10% sample) 

ArticleFirst ! BSS(BIDS) Zetoc 
strategy 12 11 45 

excellence 11 0 17 
quality 20 4 29 

Leadership AND Management AND Sport AND (10% sample) 

S ortDiscus 
coaching 34 
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Appendix 1.5 Unobtainable Journals/Documents 

Coaching and Sport Science Journal, Vol. 1, Part 2, pp. 3-13 March 1995 

Portuguese Journal of Human Performance Studies, Vol. 12, Part 1, pp. 35-52, Jan/June 1999 

Motor Skills: Theory Into Practice, Vol. 2, Part 2., pp. 83-91,1978 
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Appendix 1.6 Data Extraction Table 1 

Abetti, P. A. (1996) `The Impact of Convergent and Excluded - low relevance to subject 
Divergent Technological and Market Strategies on 
Core Competencies', International Journal of 
Technology Management, Vol. 11, No. 3, pp. 412-424 

Abshire, D. M. (2001), Triumphs and Tragedies of the Included 

Modern Presidency: Seventy-Six Case Studies in 

Presidential Leadership, Center for the Study of the 
Presidency. Greenwood Press. 

Adams, G. R. (1982) `Physical Attractiveness' in Included 

Miller, A. G. (Ed. ) In the Eye of the Beholder: 

Contemporary Issues in Stereotyping, pp. 253-304. 

New York: Praeger. 

Adams, J. (1985) Effective Leadership for Women and Excluded - published before cut off 
Men, Greenwood Press. date 

Alimo-Metcalfe, B (2001) `Leadership Development in Excluded-too specific to nursing 
UK Companies at the Beginning of the Twenty-First 

Century: Lessons for the NHS? ', Journal of 
Management in Medicine, Vol. 15, No. 4, pp. 387-404. 

Alimo-Metcalfe, B. (1996) ̀ The Feedback Revolution' Included 

Health Service Journal, 13'x' June, pp. 26-28. 

Alldredge, M. (2000) `3M's Leadership Competency Included 

Model: An Internally Developed Solution', Human 

Resource Management, Vol. 39, No. 2, pp. 133-146. 

Almour, H. (2002) `Effects of Transactional and Included 

Transformational Leadership Styles of Sales Managers 

on Job Satisfaction', Dirasat, Vol. 29, No. 1, pp. 247- 

261. 

Anderson, L. R. (1990) `Toward a Two-Track Model Excluded - published before cut off 
of Leadership Training: Suggestions From Self- date 

Monitoring Theory', Small Group Research; Vol. 21, 

pp. 147-67 

Anderson, S. D. (1991) ̀A Convergent Validity Model Excluded - published before cut off 
of Emergent Leadership in Groups', Small Group date 

Research, Vol. 22 pp. 380-97 1991 
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Anshel, M. H. (2003) Sport Psychology: From Theory Included 

to Practice. New York: Benjamin Cummings 

Publishing. 

Antrobus, S. (1998) `Thoroughly Modern Leaders', Excluded - too specific to nursing 
Nursing Times, Vol. 94, No. 18, pp. 66-7 

Antrobus, S. (1994) `New learning for the new Excluded - too specific to nursing 
leaders', Nursing Management Vol. 1, No. 2, pp. 10 

Ardichvili, A. (2001) `Leadership Styles of Russian Included 

Enterprise Managers', The Effect of Transactional and 
Transformation Performance Improvement 

Quarterly, Vol. 14, Pt. 1, pp. 96-117. 

Argandorla, A. (2001) `Management and acting Excluded - low relevance to subject 
'beyond the call of duty", Business Ethics: a European area 
Review, Vol. 10, No. 4, pp. 320-330 

Arnold, N. (2002) `Outside the Square: Pentagonal and Included 

Hexagonal Models of Leadership in Change 

Management' Journal of Change Management, Vol. 3, 

No. 2, pp. 110-133. 

Arslan, M (2001) `A Cross-Cultural comparison of Included 

Achievement and Power Orientation as Leadership 

Dimensions in Three European Countries' Business 

Ethics: A European Review, Vol. 10, No. 4, pp. 340- 

345. 

Ashour, A. S. (1983) `Leader Influence through Included 

Operant Principles: A Theoretical and Methodological 

Framework', Human Relations, Vol. 36, July, pp. 603- 

26. 
Astin, A. W. (1984) `Student Involvement: Included 

developmental theory for higher education', Journal of 
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of California: Higher Education Research Institute: Los 
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examining the Components of Transformational and 
Transactional leadership using the Multifactor 

Leadership Questionnaire', Journal of Occupational 

and Organizational Psychology, Vol. 72, No. 4, pp. 
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Appendix 1.8 Sport Coach Interview: Swimming Coach (1) 

What do you think are the benefits ofparticipating in sport for a student athlete? 

I think the general thing is that when the first come they can integrate into the university, 

make friends, social aspects... we are about high performance sport, so we're not really 

about-well, we are about participation, but it's at a high performance level but all our 

athletes are from the area of high performance across all 3 squads - there are 75 students that 

are involved with that, so in terms of our programme, it is about high performance, 

commitment and those sorts of things. But for student sport in general, it is to do with social 

aspects, teambuilding, team spirit, committing to something, those kinds of aspects. 

OK. Are they all scholars that you coach? 

No, we have a limited number of sports scholars-about 10, so you could have a situation 

where-in the top two groups there is about 42 swimmers in there.. . that are parallel high 

performance groups. They would all be ranked around top 16-top 12 in Britain. The top end, 

you see, we had 13 people that swam at the European Championships recently so... there's 10 

on the British teams and 3 or 4 on the Irish teams, so it is a very elite group. And they're not 

all scholars by any means - but they are high performance athletes. 

What skills do you try to develop in the athletes that you coach? 

Well we have what you could call a holistic approach to our coaching, so in other words, we 

look at - we have this catchphrase for when we are recruiting kids in - we want them to come 

here - swim fast, gain a prestigious degree and enjoy the experience of being in the 
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programme-those are our three things - so we are involved in all aspects of their life so when 

it comes to the pool, they're happy and content with the way they live, with their friends, with 

the course that they're on, so it's a holistic approach to that athlete, not just about the 

principles of training down the pool or in the gym... 

How do you assess ff your athletes have actually successfully acquired the skills you teach? 

In terms of fitness in the pool, we have various tests they might perform - heart rate sets, or 

lactate tests.. . we also have things like biomechanical analysis so we're looking at stroke 

efficiency, so we have in place a fair system of sports science support, then there's the 

ultimate test of swimming performance - times based on performance achievement-world 

rankings, those aspects. In terms of other aspects of their life, we ask them how their course is 

going, y'know, so we talk to them on a daily basis about various aspects, because we get to 

know the athletes very well ... I guess relationships is the word ... so they can talk to us about 

anything... and they do! Which is... so yeah, we make sure that the whole package is right, but 

they are the indicators we would use, the performance indicators we would use to measure if 

improvement is being made - gains in strength, power, fitness, endurance, speed, power 

output in the pool, times of competitions, a whole range of things there. 

Do you find that some skills are easier to develop than others? 

It depends on where the starting point is when they come in. Quite often if they've come from 

a small club background, we can build into that a lot of skills very quickly so you can 

improve strength and power in, y'know ... starting techniques... those skills are pretty much 

easier to develop. Lifestyle skills take a bit longer. So some people settle into university life 

just like normal students very easily and very quickly, others have problems settling in, 

so.. . there is a lot of work, and a lot of groundwork to do there.. . to make them feel happier 

with going away from home, looking after themselves... organising their day, time 
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management, coursework, getting to deadlines... all of those issues, so some people do that 

pretty quickly while some people take a bit longer... 

Do you see any difference in the interpersonal skills of the athlete after they've been through 

the programme, or compared to a student who doesn't take part in the sport programme? 

I would say - and this is just a general statement - massively so. I mean, I can think of many 

examples-we were just discussing the other day about certain swimmers and saying in the last 

6 months or whatever, they have totally changed their behaviour-what we see in terms of the 

change in their social life, their social skills, their participation in the programme, their 

interaction with others, with the coaching staff, their confidence levels are much improved, 

they feel the benefits of that in all aspects of their university life, so you know, people who 

were on the verge of quitting not only swimming but also university, have ... we have, for 

want of a better word, counselled them, whatever, but encouraged them to stick with it and 

helped them out and now they've totally turned round and are so happy and swimming fast 

and all of those issues so I would say without question that is a massive benefit of being in the 

programme, and so noticeable in so many of the really. They develop over years, their self 

esteem, their self confidence, their self belief, their positive self image, it just is massive. 

Do you think that is a characteristic of sport in general or just swimming, or... ? 

It's really difficult for me to comment as I don't ... I'm not sure how many coaches have the 

same approach that we have in terms of the holistic approach. So I think I can only really 

comment on our sport here, because even in British Swimming in general, not all coaches 

would have the same approach as us-there are different ways. But we are one of the most 

successful programmes in the world, really, in Britain and certainly in the world in terms of 

senior swimming. I think that, just from my experience of other programmes and looking 

around, quite often it's the facts that a lot of coaches are just about physical training and 

333 



performance and they're not so attached to the athletes or help to develop them in any other 

ways with so many, very often you get the high performer where the coach athlete 

relationship is pretty close but I think we have it across so many of them that that is why it 

works and that is why we have so many of them participating at such a high level. For 

example, last year at the World Swimming Trials, we had 38 swimmers participating and 

normally you get a team going with 2 or 4 and we had just like, massive, and we had more 

swimmers in the British team than anybody, and in the Olympic team next year and also 

podium success - we get more medals at that level than most programmes. So, yeah. 

So do you think that in terms of actually developing these interpersonal skills you were 

talking about, like confidence, social skills, do you think that is quite strong as a result of 

your holistic approach you have to the coaching? 

Yeah, I think it's to do with that, I think it's the energy in the coaching of in the programme 

that we have here-it's very much a people based programme-people are welcomed into the 

programme-it's a very intense programme in terms of expectations and commitment - so 

really, anyone who is not into that doesn't really survive in the programme - it's not for them, 

I guess... in those areas in the coaching styles and the coaching staff, but also, the team spirit 

that we build here so again, I can only draw an example, they only have Christmas Day, 

Boxing Day, New Years Day off - that's it - and then some in Summer they get 2 weeks off, 

so they don't get time off like normal students. So we keep them back for a competition at 

that point in time for a competition, so it's compulsory, they all stay-they all raced last 

weekend and they had the swimmers ball, and 65 of them went... after term had 

finished... now you'd struggle to get that with any other programme, I think. But it just shows 

the social nature of the team, I think.. . they are very much a close team as well, I mean, that is 

what we are known for as well - massive team spirit... when we go away... but it helps.. 
. 
it 

goes from one to the other and they re-inforce one another... so yeah, it's a whole approach, a 

whole team social aspect to it. Having said that, you have to be careful that the social aspects 

334 



take place at an appropriate time and training cycle of the programme. So they might organise 

a night out on this day... and we might say, well, that's too close to a competition and they'll 

say OK fine - they'll ask us, it wont just happen. Conversely, we might say, well, you've not 

been out for a while, why don't you organise something... so they'll have things that they 

do... 

Do you think that the interpersonal skills you've been talking about are transferable to a work 

environment or to other areas of life? 

I think with many high performers they have the skills that business or the work environment 

would require or would like to have... in the sense that they have commitment to the task-and 

these guys are 100% committed to it-they get up and start there on the deck at 5: 15am for 

workouts and then they're back at night, and at the gym during the day... and they are also 

studying... so those skills that they have either they bring with them or they develop while 

they are here. That's the question really - whether they have it already of whether we develop 

it in them, so... I think in terms of that, I think employers look for... I think they like to recruit 

athletes on programmes like this because they have that commitment and that enthusiasm, and 

willingness to learn and have a team.. . team qualities, team players... develops self 

confidence, y'know, can relate to others, can communicate, so I think certainly our guys 

can.... not have problems getting jobs and things... and if you take somebody like Janine 

Belton who is here now, she's got a job for next September... she's working part time now up 

until the Olympics for a Sports Management company. Janine is 24 and if she goes to this 

Olympics she'll have been to three Olympic Games-she's been an Olympic finalist, world 

champion, she's been a world record holder, and she's got a BSc and an MSc from here... So I 

mean, it's a fairly impressive CV! 
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Just a note on that - if these skills are transferable to a work environment, do you think that 

without the swimming, the athletes would be as motivated if they were in another 

environment, and would have that level of confidence and teamwork? 

It's the whole thing about whether they are successful because they have those qualities, or 

whether these qualities as they are swimming and come more successful, so that is what I 

don't really know... but all I can say is that, in terms of building a CV, and in terms of 

building these competencies in them, there are changes as they go through the programme. As 

I said before, there are people here who were on the borderline of quitting university, quitting 

the course, weren't social animals.. . and now they've changed.. . now as an employer you'd 

say well, I'm going to ignore that person, I wouldn't go with that person.. . but now you 

would... having said that, every single person buys into the programme so they are all the type 

of people who will commit, who will come to 10 sessions a week-a lot of them are working 

out 30 hours a week so they have like, a full time job and they study ... now, that's the bunch 

we are working with... so anybody else who is outside of that frame wouldn't be part of that, 

or they would fall by the wayside so we end up with this group who either develop it, or have 

it already but basically survive it, so they are the ones who can do all of that and the one's that 

don't wouldn't be in the programme or wouldn't last in the programme - in a month or 6 

weeks they'd fall by the wayside, so the ones we are talking about now are the ones that have 

developed whatever-those qualities-and they are ones that would transfer those skills to other 

aspects of their life. Having said that, there are things to do with motivation... are 

they... would they be as equally motivated in something that they didn't enjoy ... now I'd like 

to think that they have these qualities and they'll transfer it to a task, but from my personal 

point of view, people have quite often asked me to move from coaching into say, a 

management role, because management is similar to managing a team, it has the same things. 

But I say I wouldn't be as motivated to operate, to look at the cleanliness of 

whatever ... y'know, or a recreation department, as I would be to do this. Now if I was into 
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that I think I'd commit 150% as I do with this. So whether they would actually... that's why I 

say they would have to be involved in something they enjoy doing. 

Would you draw a parallel between the role of a coach and the role of a manager? 

I'd say it was identical, in a way. A lot of the skills, a lot of the techniques I use are probably 

management theory techniques. ̀ Cause way down the line I used to be involved with that 

kind of area. And so, a lot of it is managing people. At the end of the day we always say we 

are not managing swimming, we are managing people. Well, obviously there's a technical 

knowledge and all this kind of business, but it's, y'know about dealing with people on an 

individual basis so its organising, time management, planning, preparation, psychological 

techniques, to achieve what you want, its social psychology... that's what's good about being 

a coach really-you are in the middle co-ordinating all the spokes of the wheel to get the best 

performance out of the athlete and I think its especially in a programme our size, the coaching 

staff are there to look after them, there's support services, physiologists, bio-mechanists, 

there's all of those things to look at. There's the media to deal with, so that's the approach 

you deal with... financial, transport, location, just the whole thing and that's what I like about 

it... its just managing something, really, with business and management techniques... that's 

what I think coaching is. 

Research suggests that student athletes demonstrate greater leadership skills than non- 

athletes. Would you have a comment on that? 

I think they have, I think generally they have a lot of self confidence because of the self 

esteem that builds and develops as they go through that ... I think in our sport its maybe 

slightly different because it's a very prescriptive sport so myself and the coaching staff 

prescribe whatever goes off at any moment during the training programme, so there is some 2 

way discussion but its generally one way-its fairly dictatorial, I guess... prescriptive in that 
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sense... so basically they are the swimmers waiting for us, and we do all the saying, so if we 

say swimming now, or lifting weights now it happens... hit these times, these heart rates... so 

they come in and we go through an almost mechanistic thing that we would prescribe on that 

particular session, and whether that takes away some of the decision making from them, I can 

really go back to someone like Janine who I mentioned before, and it has happened, when 

I've said to her what do you want to do, and she's said I don't know, and I say which you 

might see as a fault but in swimming is very prevalent, well I'd say what do you want to do, 

she'd say I don't know and what I want is for you to tell me what to do. That's what I want. 

So I'm a swimmer, you're the coach, I do what you say, and that's to make me swim fast. 

And that -I know that sounds very basic, it is dictatorial, but the nature of swimming tends to 

be like that, because the time frames of the sessions are very much structured and fixed and 

the programmes are very much structured and we'll know week in week out we'll know a 

year in advance what competitions, or 4 years in advance... what kind of sets we're going to 

do that week, so... in that sense I suppose it does take away a little bit from the decision 

making that they have, so whether they display leadership qualities I'm not sure but maybe 

that's unique to swimming... 

In your opinion do you think undergraduates could enhance their business skills, such as 

teamwork or leadership as a result of participating in sport - if they hadn't doe it before 

coming to university? 

Yes, I think so. I think just looking at very much from the outside, looking at other clubs on 

campus where I would say they are purely student clubs, and I think the role they have in the 

athletic union and the university and the whole thing is exactly what encourages them, 

develops and targets those areas that we're talking about there... in terms of our programme, 

its not student led... its coach led, because its at the world level, it cannot... because we are 

full time professional coaches employed by the university, you can't operate at the world 

level with a student run club, in terms of committee structure, you can't leave it to the 
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inexperience of a student to organise the hotels, all those aspects when you are trying to get 

someone on the podium level, or the Olympic level so there's a difference between our 

programme, which is one of the best in the world, and a student programme, which is ideal 

for developing those qualities that you said, so they form their own committees, they have 

their own roles within it, the treasurer, the secretary, they look after the budgets... I mean, our 

guys organise the social activities-we have nothing to do with that.. . but there's... its very 

limited because we control everything, whereas with the other sports, they don't do that... and 

I think its excellent for that. I think that's a whole area for the Athletic Union and I think it's a 

whole discussion point of what Loughborough University in particular is about,, . you have 

some areas that are high performance teams at elite level, and you've got the participation 

area, which I think the AU, the students, the BUSA type thing, is more what that kind of thing 

is about. Which is great, I think students do develop in that, and the sports involvement. 

Do you think that the interpersonal skills developed through sport can be developed at any 

level, recreational, professional, elite level? 

I think in terms of our programme they develop certain skills that can operate under extreme 

pressure and intense situations, so like, coping strategies or whatever, when we come to high 

level competition because it takes a fair amount of control and skill to be able to stand at a 

world championship final like Gibson does, or be at the Olympic Games and swim at the 

f inal... I mean, that is massive pressure when you have 16-18,000 people watching, and 

millions watching on TV, so that takes a certain skill that I don't think you can develop... its 

an area that we can expose some of them to... and there's a knock on down so it's the same 

thing that's individual to each person, so if someone has never been in a national British final 

before and then suddenly they are... at first they might not be able to cope but the next time 

they can... so its goal setting, and developing those things... and I think some of those 

pressured situations would not be involved in a normal students social club - they're not 

competitive - for example a normal participation or recreation club there is not a competitive 
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element to it... so I think it develops a lot of the skills-management and interpersonal skills, 

but not necessarily perform under massive pressure - you are talking extremes really, you are 

talking the ultimate. 

Do you think that having a coach that is positive in a young persons life, do you think that has 

a positive effect on the interpersonal skills of a young person? 

Yes, I think as long as you are careful with the amount of involvement and the direction you 

are encouraging them to go... I think the coach has a massive influence, more than you think 

really... just from the feedback you get from different people, that's again not something 

that's unique to our programme, it's a big part of our programme certainly-whether it's a big 

part of anyone else's programme I'm not sure, but certainly its an area that we look at and the 

feedback we get... its like being appreciated that we do look at other areas, so we help them 

with deadlines, anything really, work placements, references afterwards, advising them 

whether they should, pursuing their careers.. . just any aspect of their life. And I think 

hopefully we give them good advice and help along the way... it's not just you should do this, 

but we give them a view to help them so I think that has a massive effect. 
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Appendix 1.9 Graduate Recruiter Interview: Financial Services Recruiter 

Could you tell me what your job title is, and the main responsibilities associated with your 

role? 

I am a partner at Ernst & Young and am responsible for a business unit called company 

secretarial, which has around 30 people, and is a global practice. 

What are your main roles and responsibilities associated with managing those people? 

Getting the best performance out of them. We are a growing team.. . making sure we have the 

best people in the marketplace, because that is how we win more work, so making sure we 

have loads of coaching, that we have happy people, they work well, the clients like them, we 

get more work-simple as that. 

Could 1 ask you about your recruitment process? 

At graduate level, it goes straight through the HR department, because you have to sift 

through exam results, through universities - we have certain standards there... for 

management, it's been a lot more open, so I've had to go and find the people through 

experience and other practices of bringing them on board. 

With the graduates you take on... do they go through assessment centres or... ? 

Yeah, they initially have to fill in an online form, and then do an online psychometric test, 

then they come in for an assessment day with all the other graduates, which is a day of 

testing, then they have an interview with one of my managers and then they have an interview 

with me. 
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When you are looking at specific stages, when they get down to the final interview with you, 

could you put your finger on the kind of competencies you are looking for? 

Yeah, I suppose you could. You have to bear in mind that there is a lot of process behind it, so 

what I am seeing is personality. So I get it very much on what I seeing as a personality. So by 

that time they've passed the psychometric testing so it shows they are highly intelligent and 

they fit the bill there and they've got the right degree... they've got through the first interview 

with the other manager, so I'm there really as the final check. And also looking at - what the 

other guys might not do - the bigger picture - i. e. in 20 years time, are these people still going 

to be with us - are they capable of being partners ... that sort of bit, where other people might 

not look at that. Which is very difficult to do with a graduate. Basically, what you are looking 

for is somebody who-might be very nervous at the start of the interview but who relaxes 

very quickly... sense of humour, sharp and witty, understand and pick up points very easily 

and quickly... and have a passion for anything-and that doesn't have to be sports related-it 

could be music, it could be some societies they've done, but it's seeing that... it's getting the 

feeling that there's a drive there-an interest. You know, so you know that you have someone 

that adds something to the team, who doesn't just sit there, and who ticks away and is an 

intelligent person, and does the work but has something in their character. 

So somebody who has good social skills, can respond well in team dynamics... that kind of 

thing? 

Yeah. After seeing a lot of graduates, you'd be amazed how the standard... we've had some 

real discussions in HR that we're seeing a lot more graduates coming through, because a lot 

more people are going to university, ad the standard is dropping massively. And that's not 

academic standards I'm talking about because I don't measure that.. . but you are getting 

people that come in who really haven't got a lot to offer - they haven't seen or done a lot with 
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their lives or if they have, they don't seem to be able to express it very well. And that's the 

problem. You want people really that, no matter what it is - I'm not biased, so whether its 

playing football, ballerina, flower arranger, what it is, but you need someone who is interested 

in what they're doing, shows a passion for it, it doesn't have to be a winner at it, but shows 

something interesting about the character so you say hold on, there's something interesting 

about this person... it could be... I was speaking to a guy the other day who had been studying 

the International Baccalaureate in Czechoslovakia. One of things we measure is 

responsiveness to change, that for me, after 0 Levels to decide to go to Czechoslovakia, 

living there for 2 years and doing his Int Bac- that's pretty impressive really, at his age - get a 

good result, speak a second language, there's obviously something about the person if they 

can do that... but he could also put it over in a very good way. 

OK, so responsibility to change being one criteria you actually consciously mark against the 

person - do you have any other specific criteria that you... ? 

Yeah, we do. Obviously you can't use this firms name in this stuff... responsiveness to 

change, effective team and client results... potential for leadership and commitment to client 

success, and I've probably got muddled up with one of them but that's basically it. 

The leadership element - how do you actually assess that or what would you look at... ? 

It's the most difficult one... because it's not so mundane as somebody saying oh hang on, I 

was school prefect, or I led a society at university... that doesn't really show leadership - 

leadership could be in a situation where you're not given control.. . SO it is more difficult to get 

to the bottom of... a lot of times its not when people are not describing they are a leaders, they 

are describing what they do, and you are thinking hold on, that's pretty impressive. So it's not 

the initial, well I was leading this so that is now good leadership so tick box - its people that 

say well, I got hold of the golf club and we had diminishing amount of members and the 
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course was less played on because we had yobbo students on there, and I managed to turn that 

around and I got in contact with the head of another golf club and he helped me, gave me 

some help and I went back to university and e got another club involved and... and you think 

well, hang on, that's a bit special to make that happen, because there is no reason to get out of 

bed on a Monday morning and make that happen unless you are really driven to want to make 

it happen. So it's looking for those extra bits where people had gone the extra mile, you know 

there's a travelling one where someone disappeared off route to meet a friend in Brazil, and 

just the scenario of how they got home and organised themselves-that showed good 

leadership skills. So it's difficult to define. 

So you can't define specific traits when talking to the person but if they have good examples 

they can communicate them? 

Yeah. Thing is, there's many different leadership styles, so you can't ask specific questions, 

Well you can ask specific questions, but to get to the bottom of it, its really listening, because 

a lot of guys, when they are talking about it, they might not realise what they are actually 

talking about. They might be thinking you are asking a question about organisational skills, 

but actually what they end up talking about is leadership potential, because they got a group 

of people together that weren't capable of doing anything and making something happen. So 

that's really the line of questioning-whether that's right or wrong, I don't know. 

Why is leadership so important to you as a competency? 

Future of the firm. Simple as that. We're a partnership, and if we have a succession issue at 

the top level of our partnership, then that creates quite a few problems. And it's not just at the 

top level - you've got the partners that look after the board, then you've got the next level 

beneath that... and leaders will grow the business and lead the business and without those 

leaders, without a clear vision, our business starts to fall apart. And it's also a very difficult 
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quality to find. It's very easy to... well not easy but easier.. . to find people who are technically 

competent, to do a bloody good job whether its tax audit or finance or VAT... but to find 

people that can lead 5 other people in that practice and really pull them together an d make 

them work as a team-that's a different skill. 

If I could just ask you some general questions about the type of work graduates do here... if 

they were to come to you, what kind of positions would you be recruiting for? 

Within the firm, they could basically join the audit practice, the corporate finance practice, 

our tax practice, company secretarial practice... that's just this office-there are other 

disciplines around the country and depending on what office they join they'll always have a 

different stream of training. So they'll always have exams, either full time or part time-we 

make our guys do them part time for our discipline... and then they will be thrown in the deep 

end with the big jobs, and be told to get on with it with coaching on the job... our guys... we 

had a guy the other day who got sent straight off to a multinational to work on a global project 

for his first 2 and a half days in the office... other guys we've had bedded down to learn a bit 

more about the office... then maybe go out to clients... . so there's a huge variety of what can 

go on. 

So you believe very much in throwing the graduates in the deep end? 

It's just the nature of the business. It's a necessity... but you obviously need an arm round 

them to make sure they are not going to do anything or get too stressed about the whole 

situation and that they understand what they are doing-but the exams are an important part - 

getting them through exams... but its really about on the job experience and the only way you 

get on the job experience is getting on the job with people who have had years of experience. 

That's what makes them valuable at the end of the day. 
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So self confidence is also a big part of it, would you say? 

Self confidence is. The ability to listen is a big part of it and that's when you go back to the 

interview when someone's witty, or picks up the fact of where you are going with the 

question - its an interesting trait, because that's what clients looking after is, its about talking 

to people, our business... yes, the skills are there but its about talking, listening and 

understanding what the issues and problems are. So self confidence is important but if you go 

too far with self confidence, it can turn into arrogance and that can create a massive problem, 

that someone wont listen, and teamwork is a huge thing. Because the only way the guys get to 

learn is by asking other team members and working within a team. So if you get someone 

who is a bit of a sole trader, very dangerous character. Dangerous as in, for them, they wont 

learn. And for us, they wont tell us what is going on. It's difficult for us to manage risk, and 

have them. So I'd say being a team player and the ability to learn are 2 of the most important. 

Self confidence-we've had a couple of guys that we have employed here who haven't been 

that self confident... you can help them with that, because they might not have had the right 

coaching and accounting skills, but if they haven't got the ability to listen and pick things up 

quickly, that's an enormous struggle. And working as a team, if they can do all that... but only 

work on their own well, they are not exactly important to us. 

What, in your opinion, is the most important skill a graduate can possess in your opinion, 

apart from technical skills? 

For me personally, and this is not me speaking as a business, it's the ability to show a 

passion ... to show they want something. Winning is a bit too general because it doesn't have 

to be a result. It has to be that they are passionate in something. That's important, because 

without that... without that drive... if people have that drive and commitment, I think you have 

something to work with and they've shown they are intelligent enough and they can work in a 

team... then you've got something to mould. Whereas if they haven't got drive and ambition, 
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its really going to be very difficult. So drive and ambition, and the passion for anything, 

really. 

Do you think university prepares graduates sufficiently in the types of skills you are looking 

for? 

No. (laughs) 

Why do you think that is? 

I don't think any academic qualification would do that-I think obviously their experience of 

living at university helps. Although their real experience of being at university-because 

everyone is together, they are still mothered massively by the institution, whether they are 

having to borrow money or not. They are quite naive in what goes on in the real world and I 

think that's a problem. Although I can say it's a problem I don't have the solutions, I don't 

see a better way round it than what goes on at the moment-I mean there are... get away from 

home as quickly as possible, and live somewhere different... these are all positive things, but 

when you see them come out, these guys.. . they are very ... still closeted and you can the 

difference in the interview from someone who has maybe spent a year travelling, and a 

graduate that has just left the institution and is sitting down straight from university-there's a 

huge difference in maturity. But like I say, a lot of universities offer summer course sand 

things and I'm sure that helps... but while I don't think they are better prepared, I don't know 

how to improve it to make things better. 

NOW you mentioned earlier that you think standards-in the competency sense-have actually 

been lower in the last few years... do you think that universities in that sense could prepare 

them better in the current climate if the standards have been dropping? 
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Well this is a personal opinion and not the firm opinion, but I think the issue with it is that the 

wrong people are going to university now. Because all the way the polytechnics and higher 

education are saying they are doing degrees, you are getting people who are doing degrees, 

but are not sure that is the right thing for them to do. Not to say they can't be successful in 

life, but putting them in an academic environment when they are not academic people... and I 

think that's the mismatch I think that is coming out.. . these guys are coming out and saying I 

have a degree, I can go and work for a company like Ernst & Young and it is an academic 

firm-it is not like marketing or media, they are asked to do exams as soon as they get here, 

and they are tough exams to pass.. . and you think perhaps they are not fully told the truth 

when they go into universities.., it's becoming a bit like an MBA-there are decent MBA's to 

be had and some that are very, very valuable... and there are MBA's you can buy out the back 

of the paper that are absolutely worthless. And I think some of the graduates are bring duped 

into believing the degree that they're getting is as valuable as the one form down the road and 

its not. And I think that's a real problem. 

Do you feel any extra curricular experience would enhance the value of a graduate's 

application to this company or any company? 

Yeah. And that's back to the reasons of their ability to communicate a passion they've had, or 

a success they've had, and an experience say, from university, to say how they've interacted, 

really. It's very difficult for graduates because they're so young, to convince you to employ 

them, so you've got to look for traits and those are the sort of traits you'd look for, really. 

And they come in the most unusual ways - it's not, well, you know, if they haven't been team 

captain or something then you wouldn't be interested... and it can come from anywhere... its 

just listening enough in an interview to say that someone has put across something with 

passion argument about what they've been involved in, that you can look at and say that's 

interesting. 
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So you are looking very much for vehicles that are examples of situations they have been in 

where they can demonstrate the traits you are looking for? 

Yeah, yeah, yeah. Well, I mean, you have an hour interview with them-they've been through 

the whole process so what are they going to talk about for an hour? What grades have they 

got? No! So that hour is about them being able to communicate their life experiences and in 

some respects, some of the top guys you interview can formulate that into an argument for 

you and put it over to why you should employ them. With some you have to dig a bit deeper 

as they can't communicate it so well... about why you should be interested in them. But some 

of them are well trained at it - these are the teams I have had etc.. . this is why you should 

employ me. However you get that on a surface layer who say its because I was the captain of 

the cricket team and it shows I am a team player... shows that I should be employed because 

you are looking for a team member, whereas actually, just because they are a captain, it 

doesn't mean other people didn't want to do the job, how many people left through their 

captaincy, did they win anything... all that sort of stuff, so that's why stories usually build in 

the interview and not from I was head of this or something... more I was in this situation and I 

did this and this and this, and it got to this end result and it was great for everybody involved. 

Do you view sports experiences as attractive? 

Yes and no. 

Why is that? 

One, because I can pull it apart (laughs). No, that's not fair! Well... it's a difficult one that - 

its attractive in that it's back to the passion stuff - that someone has had an interest in 

something and done something about it... the bit I try to get to the bottom of is why they've 

got involved in it. Is it simply just because well, parents make me go swimming when I was 
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14, went to uni and joined a swimming club and that's all I do.. . everybody thinking about 

what they do, what interests them and why they do it... it can be attractive, as long as it is 

backed up with some thought, really, about what it means to them and why it is important to 

them. 

And would you also be looking at demonstration of commitment, and... ? 

Yeah, I mean, that's important, and that's why you do sport-because it's a good example of 

commitment and passion. But again, its got to be... its been on everyone's CV... what are your 

hobbies... and people try to put as much sport on there as they can because they think it 

impresses people... well, does it? Because if someone says they play squash twice a week for 

fun, to keep fit, well, that shows they don't lie around in bed and are interested in fitness... but 

that's different from saying well yeah actually, I joined a club, there was an U18 section that 

wasn't going very well and someone said well, would you be the treasurer, and I didn't really 

want to, but I thought I would because it is only fair to do it for 6 months.. . or something like 

that... 

So you are saying that maybe if they were on the football team and committed to the I" team, 

all the way through university, that would be useful, but being on the swimming team if the 

swimming team is very informal, and they turned up a couple of times a week to train, it 

wouldn't be... 

Yeah, but you've got to be careful, because then you can go the other way... being obsessive 

with this sport-is that all they live for and are you getting a balance? I suppose it's coming 

from me because I am obsessive about sport I do so I'd start to question that, so it is about 

commitment really, its an issue about whether students are going to throw in... oh, its sport, 

because they think oh, I was taught in interview techniques that if you show people you can 

do sport, well oh, isn't that impressive... and that actually has the opposite effect on me if its 
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too vague and there's no substance to it. And the substance doesn't have to be that they've 

won anything, the substance has to be well, you know, there was a commitment there, not just 

a bland, I better throw in sport. I think if someone says oh, if I've been skiing twice with the 

parents in the last two years, well, that's not really... 

That doesn't really constitute sport... ! 

No! (laughs) So its being thought through and giving proper examples - you do get graduates 

who are under this well, I have to have something... and it's easy to see through it. 

Do you think sports experience can give graduates a competitive advantage in the 

marketplace, in terms of graduate employment, as a whole, not just at this company? 

Depends I suppose-depends what skills they've picked up through the sport-you can have two 

people playing football - one's a complete pain in the ass and the team hates them, the other 

one is actually a really good team member and I think those skills would help them go 

forward. So it's too much of a generalisation and I think it's would interest you if you saw 

that on someone's CV but for me it wouldn't be, tick the box, oh well they've done that that's 

fantastic... 

So it'd have to be substantial? 

It'd have to be substantial- it would also have to be substantive - the fact that if I want a team 

member and I have someone who has won everything in a certain sport, then I'd start going 

down the line of question, well, who have they stepped on to get there? They must have done- 

it must be pretty brutal to get to the top of the sport. Are they going to bring good stuff to the 

firm of the teamwork, all the rest of it, with some drive and commitment, or are they going to 

be `I'm just going to stamp on people'? What type of character are they, because you see in 
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sport, you see two sides to the character - it's the massive ego, huge self confidence, no-one 

else is important... but there are people who are completely opposite in character. Just because 

we put them under the sports banner, it doesn't mean it would have the right skills for what 

we are after. 

Why do you think a lot of universities coach students to talk about sport on their CV, and do 

you think they are right to do that? 

No, I think they are wrong, if the persons got nothing to say - but I think the reason why they 

do it is because people are thinking these people want winners... sport is a bloody good way 

of showing winners ... and that's true, but that's true in context. If I want team players in our 

organisation, then a golfer at county golf level... is that the sort of person we want? You have 

to be pretty much a sole trader in golf to get where you want to... now, you don't have to be 

that, you could say, well, the reason why I am so good is because...! picked up these skills ... I 

went and found this coach, now that could be relevant. 

Which moves me on to the next question... would you view team sports as more attractive than 

individual sports? 

Again, its too general to say -I would view them and start questioning about the sport. Now, 

to be fair, because I do my sport and I know what sport can be like and I know the different 

characters you can get in there... its not just a generalisation that if you are good at sport then 

its going to be helpful... then I'm going to ask those questions... I'm not sure about other 

people that aren't playing sport, well, they might be very impressed with someone who has 

played at national level.. . now yeah, that is impressive... however, what is it about playing 

about national level that would be positive to bring back into our firm? Is it because they have 

drive and commitment and they had obstacles to get through and nothing would stand in their 

way... and they managed to do this and were still well liked by the team-those are pretty good 
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skills.. . so I suppose I'd be unfair in this situation. Or maybe delve deeper.. .1 couldn't 

just.. . well. . . conned as easily as other people that might be more impressed just with a good 

result. 

There seems to be some kind of perceived link between sports and business in the corporate 

sector where sport is often used as a metaphor... do you believe in that way of thinking? 

Yeah, there's no doubt about it. And there are synergies there - massive synergies - but I 

think because of the blandness in the way people have said this - you used the example of a 

university saying ̀ talk about sport in your interview' - it can be overplayed. There are things 

that easily cross over and there are things that don't. And I'd say there are different characters 

in sport, so you have to be very careful in what you are trying to create in the culture-you are 

trying to create, and what you want out of the individuals you are employing... just because 

you pick a winner at sport doesn't mean you are picking a winner in business. 

Do you think sport experience is generally looked on as attractive and do you think it is 

something that needs to be quantified more so that people understand how to use that? 

I think it does ... a good example to use is what usually happens at a business conference is 

that you get someone who has one some sporting achievement or exploration to give a talk, 

and the last 5 minutes - if they are not a very good speaker - is trying to show how it crosses 

over into business... if they are good then they've explained it all the way through. But its 

similar too-what's important, I think, is that if you have sporting skills, has the person got 

the ability to cross that over into business and if they have then that person will be extremely 

valuable. If it's the same as if you have a sport where you have someone who is not very good 

at sport who is not at the top level and is not a Gold medallist or a national champion but then 

become a coach... now, you'll get the people in sport who say hold on, how the hell can that 

person coach if they couldn't win the even themselves? And that's absolute rubbish ... the best 
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coaches are not the best performers... and that you can virtually turn around and talk about 

how sport crosses over to business... yes, you can have some fantastic winners in sport, but 

they might just not be able to cross those skills over.. . yet you can have some people who 

aren't that fantastic in sport or don't have the same results but have really learnt about 

teamwork and made things happen and could cross that over to business-and that's pretty 

valuable. 

Do you think it really matters about the kind of skills that people have picked up consciously 

in sport? 

No, at graduate level a lot of it you can see unconsciously. And that's why you have to ask the 

questions because that's when you can realise that they've got it, or they are even talking 

about a certain subject and you ask a question, or try and get information about leadership, 

and they might start talking about successes. And you've got to sort of look into it a bit 

further to realise that what they are actually talking about is leadership skills. And if it's the 

blandness of saying well, I am a captain or a leader - well, that is not the dynamics of a 

team.. . just the captain might not be the person who is deciding what is going on.. . there might 

be two people who are actually deciding how the team is playing... not the person who has 

been given the captain's armband. Now, all coaches know that sort of thing, whether its in 

sport.. . so you know that when you are interviewing people... people are talking about sport 

and if they say they are captain and all the rest of it, they instantly get a ticked box... its not as 

simple as that. 

Do you see any parallel between the role of a coach and manager? 

Yes, but there should be a lot more. No business makes the best out of that. We don't here. 

We try to, but we really don't understand it-one of the big issues is that in sport it's easy - 

because a coach is given parameters on results and also had a definable group of people he 
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can work with.. . whereas in business it's a lot more difficult to say what is the result? Is it to 

grow the business by 20%, is it to hold onto your staff, is it to make the business more 

profitable... I think the same skills are there, but I think the reasons businesses struggle is that 

it's difficult to put the parameters on and measure people, whether they're good coaches or 

not... a lot of it, you have to watch to see if they're a good coach... but then that's true of 

sport.. . 
just because someone has been given someone to coach, they might improve results 

but that person might not have the talent to get where they want to... you could actually watch 

their coaching technique an think well, hold on, they need to be taken somewhere else... but I 

believe there's a huge difference, or a huge leap to be made by businesses towards coaching. 

That's an issue in business, full stop. Businesses get confused between coaching and 

counselling, and counselling is what businesses will always spend a lot of time doing, which 

is about how are you, are you happy, is your salary alright, are you doing the type of work 

you like and all the rest of it... that's counselling. The coaching part of it is well, spending 

time with people, passing your experience down to people and being a decent coach on the 

job and every day - now that's tricky. That's probably what doesn't happen enough in 

organisations. 

Do you think people could be trained to do that? 

Yes. It's all about having the desire to make it happen. An organisation that does it properly 

will fly compared to an organisation that doesn't, because you are putting it into the leverage 

model-if you've got 15 good people they can coach 15 more, and they can coach 15 

more.. . your mathematics work out pretty quick how powerful that is... if you've got 15 

people that are really good, but can't pass their skills down to people, it stops. 

So coaching is something that is very important? 

Yes, very, very important. 
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There is some research that suggests that student athletes have greater leadership skills than 

non athletes. What would be your reaction to that? 

Well again, it doesn't surprise me, but it depends... it doesn't surprise me, because you are 

probably looking at... say, it comes down to organisation. If you've got someone who is not 

competing for a sport who doesn't have to get themselves somewhere on a Saturday, who 

doesn't have to worry about what they eat, doesn't have to worry about their fitness, doesn't 

have to worry about their budget for how they are going to get to the next meeting... those are 

pretty valuable skills - organisational skills, getting on with people... getting the best coach to 

work with you... you have to have some skills about convincing them and influencing them to 

come and help you... so those are all there but I wouldn't... I suppose the thing you have to be 

very careful of... that doesn't have to be sport-that could be something else. So it could be 

music, someone plays the cello for an orchestra or something-the same things could be argued 

that they are trying to become the best so they have to look for funding, have to look after 

themselves... get the right amount of sleep, eat the right things... get themselves to certain 

places, convince people to be their coaches and all that type of stuff... so I think that's 

probably what it brings. 

So do you really think then that the benefits of sports are not really sports specific-they are 

more transferable skills, that you could get in a number of extra curricular environments? 

Yeah, you can. I think why it is so obvious in sport is it is so easy to find a winner. Whereas 

someone who comes 1$`, 2nd or 3rd back to that music example, you say well, how can you 

define how good someone is? If they are playing in an orchestra are they as good as the other 

3 people playing the violin... whereas sport is uncompromising in saying you are better than 

someone else. And that person has to deal with that on a real basis ... so, you are not 

winning.. . you are 3rd. And that's not told to you every day - you see that in the results - so I 
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think that makes it have more of an impact and that probably is the difference. Whereas 

playing in an orchestra, for example, its unusual someone is going to say we'll, you are 3`d 

you are not the best.. . and as far as I know, it's not being told to them. In sport it's not being 

told to them - they see it in their results. And that's going to make people a lot stronger, I 

think. And also then start to self coach, which is important. To start to think how do I get to 

be first if I am that passionate about it? I need to do something about it. 

The sport you do yourself - what sport do you do and have you found that to be helpful in 

your business career? 

It's sailing... or, yachting. And yes it has, massively. Our final partnership course is a3 day 

management course, which you can imagine is pretty stressful because it is a pass or fail. And 

I basically took it along the same lines as Olympic trials for sailing - you have to make sure 

you are fit enough to do it... you've had the right sleep, everything is in place when you get 

there.. . and then you competing, and it's not competing to remove other people as that 

wouldn't go down too well on the course, but it is competing to say this is it, I have 3 days to 

perform and I have to get that performance in, exactly as you would do for Olympic trials. 

Also it means you can handle it mentally, so if you get to something like Olympic trials, the 

first race and the first time you are competing is D Day in your own mind that you start 

getting very nervous and worried about, and when you actually get through that you realise 

you just have to get into it and start to perform as quickly as you possibly can, and get rid of 

the nerves, and that's also very helpful for the course, because you get there and think well, I 

am very nervous but just give it the first 30seconds of being nervous, and then just get into it. 

And it wont be that bad because you've been through this before. And I think... will it give 

me an advantage, I don't know... it's probably in how I handled it, but then again if I hadn't 

had that, I don't think I would have handled it so well. But its also just on everyday life it 

gives you a huge benefit, lets say, of... it's where you want to get to really, it's 

constantly... because of the sport I did its planning Olympic campaign after Olympic 
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campaign... you'd be planning 4 or 5 years out... a lot of people in business say they are doing 

that but really don't... whereas I've got that mentality... you could argue that is too short a 

time period and you should really be looking at 20 years! And that could be a disadvantage, 

but its always been a case of what resources have I got and where dI want to get to in 4 years 

time and lets measure it... I think that's the other thing it gives you - the ability to be honest 

and not say yeah, its going in the right... it's saying well no its not, what am I going to do 

about it, and not lie to yourself... 

So a great level ofpersonal responsibility? 

Yeah, and very self aware. You are very self aware in the results you are getting, a lot of 

people will just go along with things, knowing in the back of their mind its not going like they 

want it to go... I think because of the sport I've done you sit there and think I'm not where I 

want to be, and why the hell am I not here... why don't we go back and see what I've done, 

what's wrong, what am I going to do differently.... 

So its goal oriented? 

Yeah, which can be dangerous in itself. Because that can be destructive as well as positive. 

And yeah, that can have some benefits-if it starts to go wrong in sport you could argue that if 

there is 6 months to go before the Olympics, you could just sack your crew and change your 

boat, but you can't do that in business. You can't go round saying right you lot are a load of 

crap, I want a load of new team members... so there is some differences - course there are 

some differences - but there are some skills you might think happen in sport that can be 

destructive in the world of business. 

So you say on the whole its generally a bit like treating sport and business in the way you've 

used it as maybe two very similar high performance environments.... 
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Yeah. 

... using very similar skills to each other? 

Yeah, yeah, business is different because you have to have more slants on different areas, so 

influencing are massively important, whereas in sport they are important, because you need to 

get the right coaches-the right sound maker, the right boat builder to do the best job for you 

and all the rest of it... but its not the be all and end all, but in business, in some respects, that's 

where 40% of the time needs to be spent. But all the skills are transferable to a lesser or 

greater extent, I'd definitely say that. 

What do you think about the growth of sports consultancies... where they do motivational 

speaking, client coaching, etc, how do you feel about that? 

If they are done well, they are very impressive. If they are done badly it is just crass and 

terrible. And I think in some respects it doesn't matter what level of sport, it matters how 

good the communicator is at putting over the points, in some respects, so just because 

someone has won a bigger trophy than someone else doesn't mean they are the best person to 

speak about it. It is directly back to the coaching bit -just because you were a captain in the 

rugby world cup, it doesn't mean you are the best person to motivate 400 people about your 

experiences... it could well be the coach of the tea is the best person to do that. So it's getting 

the right people to communicate to the audience about what's been going on. And there's 

quite a few sportsperson who don't know what's going on at the highest level... they are very 

talented, or whatever, but they have no idea of why they've got to... what's going on around 

them ... I'm sure if you sat with Beckham and said how come you came out of Manchester 

United Academy such a good player, you probably wouldn't be able to articulate it. I mean, 

there's a lot of people that would come out like that - there is a lot of people I've seen - 
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we've had quite a few speakers, that cannot articulate that very, very well. I think the big 

thing I see here in business is it's a nice experience, the people walk away and they are quite 

energised, but the energy doesn't last very long-its up to the business to keep driving it 

forward-it can't be taken in isolation so you can have a talk by a consultancy practice, they 

walk away... if the business is not making good use of that and doesn't put something in place 

that constantly reminds people of that, it disappears within minutes. 

What about the team coaching, 1 to 1 coaching and all that stuff- do you think that is just as 

useful? 

Yeah, I think it is. What I've always said was an advantage from my sailing and other people 

haven't had is the last time people go on that coaching was probably at school at A Levels 

because even at university, its very much a case of you have to drive it yourself. Somebody 

might say you are not doing something very well, but probably the last time someone has 

really concentrated on someone and had a go at peoples results and tried to motivate them is 

probably at A Levels. If you imagine in something like our firm, then you get to the age of 

something like 40 and you get to be a partner, and they haven't had that input for all those 

years.. . and been assessed like in sport and been told well actually, you are crap at this but 

you are pretty good at this.. . and they are like, here, well don't say I'm crap, because they 

haven't been spoken to like that before, and its very ... they stop learning.. 
.1 think that's the 

important thing-I think in sport you have to... if you want to keep performing, you have to 

stay on a learning curve and what happens is people fall off the learning curve because they 

stop listening. And they stop assessing and stop coaching themselves and that's why.. . they're 

not even aware of some of the issues because no-one wants to talk to them about it, so it 

might go on behind their back in the pub and people are saying he's got no people skills, but 

no-one has actually sat down and said you are absolutely crap with people. 
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Do you think the training that can generally be offered by businesses is not that generally that 

adequate? 

Well, I think ours is pretty impressive -I mean, we have people... if people are going to take 

senior coaches and they have issues, we'll get those people personal coaches. And they will 

sit down and the first thing they will do is sit down and try to get the awareness and say do 

you think you need a personal coach? And most of them say no, I haven't got a problem-and 

that takes 6 months in itself... but I think people could benefit from it more. Especially in our 

business, which is a people business and the most important thing is our people. They are our 

machines and if they are not working properly, then our organisation doesn't function. Very 

easy thing to say - very easy for people every 6 months to get out the white book and say well 

this is what we are going to do about it, but it's a cultural thing that's needed to be affected in 

an organisation, and its very difficult to affect that. We've tried over the last 10 years things 

that have worked really well, and some that haven't worked so well, but its about 

commitment-it about embedding it in the organisation, not about this week, we'll talk about 

coaching, by the way, next week, we've forgotten about it. So its really important to keep it 

running through a organisation and getting decent training and giving them coaching... and 

they are not just given coaching, they are told what it is, because a lot of them don't 

understand what it is they're being given.... people are told this is where your strengths and 

weaknesses are, and people become very self aware, because what you really want at the end 

of the day is for people to self coach. Because that takes up a lot less resources. But its 

actually very difficult to get people to self coach. And what happens when you need a 

personal coach is where someone has lost the ability to self coach. 
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Appendix 2.1 Meaning Condensation Analysis 

Keyword analysis allows quantification of explicit references to skills and concepts identified 

by interviewees. This allows the researcher to identify themes in the data, as keywords can be 

directly compared between interview groups. This approach is referred to as meaning 

condensation analysis (Kvale, 1996) and is discussed further in the Methodology Chapter. In 

the context of this research, meaning condensation analysis identifies explicit references to 

skills and concepts, the identification and understanding of which are relevant to research 

objectives. Data is presented in tabular form below, based on observations that have emerged 

from the data. The figure reported in tables represent the number of sports or companies that 

reported that particular skill as valuable to them. There appears to be a high level of 

congruence between intra and inter group perceptions, as identified in the tables. Each dataset 

is discussed in more detail below: 

a. The skills that recruiters desire in the graduates they recruit (Table A) 

b. The skills perceived to be developed by sport - coaches (Table B) 

c. The skills perceived to be developed by sport - recruiters (Table C) 

d. Comparison of the Skills desired by recruiters that sport coaches perceive are 

developed by sport (Table D) 

e. Comparison of the Skills desired by recruiters that recruiters perceive are developed 

by sport (Table E) 

f. Comparison of the Skills that are perceived to be developed by sport coaches and 

graduate recruiters (Table F) 

Each of the tables identified in this list are now presented and discussed. 

Skills that Are Desired by Graduate Recruiters 
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The first table identifies the skills that are desired by graduate recruiters. 'T'hese skills 

represent explicit references to skills in response to the question: What skills do you require in 

the graduates that you recruit? None of these skills were suggested to the interviewee during 

the interview. There is one element - the presence of an additional learning environment - 

that is not specifically a skill but was nevertheless stated by all graduate recruiters in 

response to this question. 

Table A Skills that are Desired by Graduate Recruiters 

Skill Interviewees Identifying Skill 
Additional learning environment 12 / 12 

Teamwork 12 / 12 
Leadership 12/ 12 

interpersonal skills 12 / 12 
Goal setting II/ 12 
competitive 10 / 12 

Mental strength 10/ 12 
Self awareness 10/ 12 
Self motivation 9/ 12 

Graduate recruiters identify teamwork, leadership and interpersonal skills most Frequently, 

indicating that the highest degree of consensus amongst recruiters exists with regard to these 

skills. All graduate recruiters also stated that the presence of an additional learning 

environment (via extra-curricular activities, sport, hobbies, pastimes or work) was very 

attractive to them. Almost all recruiters also identified goal setting, competitiveness, mental 

strength and self awareness as desirable, and two-thirds identified self-motivation as 

important. Self-motivation, mental strength, self-awareness, competitiveness and sell, - 

motivation are all classified as sun-components of nmental toughness: a detailed definition and 

discussion of the concept of mental toughness is located in the Mental Skills theme, discussed 

later in Section Two of this Chapter. These findings suggest that mental toughness is also a 

highly valued skill, as its identification achieves a high level of consensus amongst graduate 

recruiters. Significant consensus exists amongst recruiters, with regard to identification of 

these skills. 
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Skills Sport Coaches Perceive are Developed through Sport 

This table identifies the skills that sport coaches perceive are developed by sport. These skills 

represent explicit references to skills in response to the question: What skills do you think 

sport develops, if any? Again, none of these skills were suggested to the interviewee during 

the interview process (this approach was emulated in the case of every dataset that is 

subsequently presented in this Section, and is thus not mentioned again during presentation of 

datasets). As with the graduate recruiter group, the presence of an additional learning 

environment was identified by all sport coaches in response to this question. 

iw Table B Skills Sport Coaches Perceive Are Developed Through Sport 

Skill Interviewees ldentif in Skill 
Additional learning environment 7 /7 

Teamwork 7/7 
Leadership 7/7 

Interpersonal skills 7 /7 
Confidence 7/7 

Self motivation 7/7 
Competitive 7/7 
Goal setting 7/7 

Mental strength 
_ 

7/7 
Responsibility 7/7 
Role models 6/7 
Life skills 6/7 

perfiormance 6/7 
(7r pnisation skills 6/7 

Sport coaches identity teamwork, leadership and interpersonal skills most Frequently as 

benefits of sport-the same skills that all graduate recruiters desire in graduates. Additionally, 

all sport coaches also identify the presence of an additional learning environment as a henelit 

of sport. All sport coaches also identify conlidencc, self motivation, conmpctitivcnrss, goal 

setting, mental strength and responsibility as perceived benefits of sport participation. Almost 

all sport coaches also identify role models, development of' Iilc skills, performance and 

organisation skills as perceived benefits of' sport participation. Confidence, self motivation, 

competitiveness and mental strength are identified as sub-categories of' mental toughness. 
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Goal setting and responsibility are identified as sub-categories of personal management, a 

sub-category of mental skills. A discussion of personal management is located in the Mental 

Skills theme in Section Two of the Chapter. A rationale for this classification is also 

discussed later in the Chapter, but suggests that mental toughness is also a highly valued skill 

that achieves a high level of consensus amongst sport coaches. Significant consensus exists 

amongst coaches, with regard to identification of these skills. 

Skills Recruiters Perceive are Developed through Sport 

The third table identifies skills that graduate recruiters perceive are developed by sport. "These 

skills represent explicit references to skills in response to the question: What skill,, do t'urr 

think sport develops, if any? Recruiters were only asked this question if they had previously 

identified sport as a desirable extra-curricular activity. 

; Table C Skills Recruiters Perceive are Developed Through Spurt 

Skill Interviewees Identifying Skill 
Interpersonal Skills 12 / 12 

Leadership 11 / 12 
't'eamwork 10/ 12 

Goal Setting 9/ 12 
Mental Skills 9/ 12 

Tenacity 9/ 12 
Organisation 8/ 12 

Focus 8/ 12 

All graduate recruiters identify interpersonal skills as perceived benefits of sport participation. 

Almost all recruiters perceive sport develops leadership and teamwork. "I hrec-quarters of 

recruiters believe sport develops goal setting, mental skills and tenacity and two-thirds 

identify organisation and focus as perceived benefits of' sport participation. Significant 

consensus exists amongst recruiters, with regard to identification of'these skills. 

Comparison of Skills . 41port Coaches Perceive are Develoi)ed Jý_ tol'l_ ulul_titltich_art' a/so 

Desired by Business 
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The fourth table identifies a comparison of skills that constitute the following: the skills that 

graduate recruiters desire, the skills that individual sport coaches perceive are developed by 

sport, and the skills that team sport coaches perceive are developed by sport. This "fable 

directly compares the skills identified in Table C and D, and provides two comparisons: the 

first is a comparison of the differences in perceptions between team and individual sport 

coaches, and the second is an identification of the level of congruence between skills 

developed in sport and those desired by business. The justification for comparing perceptions 

of two separate groups is that both groups can be identified as specialists in their respective 

fields. 

Table D Comparison of Skills Sport Coaches Perceive are Developer/ bySport acrd )Which 

are also Desired by Business 

SKILL Developed by 
SPORT(team) 

Developed by 
SPORT(individual) 

Desired by 
11JSINI SS 

Additional Learning Environment ALL, ALL 
_ 

All. 
Teamwork Al]. All. AI . I. 
Leadership ALL ALL. ALI, 

Role Models ALL 2/3 6/12 
Confidence ALL ALL 6/12 

Interpersonal Skills ALL ALL ALL 
Self Motivation AIT ALL 9/12 

Competitive Al.!. All. 10/12 
Goal setting A1, l. AI,, 11/12 

Mental strength/skills ALL ALL 10/12 
Responsible Al]. ALL 8/12 
Life skills Al], ALL 7/12 

Self Awareness 2/4 ALL 10/ 12 
Peak Pertürmanee/high standards 2/4 ALL 6/I2 

Organisation skills/time mgmt 2/4 ALL 7/12 

A high level of consensus is achieved between the skills identified by representative experts 

in both fields, with regard to the following specific skills: teamwork, leadership, interpersonal 

skills and the presence of an additional learning environment (identified by all interviewees), 

and competitiveness, goal setting, menial strength and mental skills (identified by at least 

g0% of all interviewees across each group). Competitiveness, goal setting and mental strength 

are all classified within the context of mental skills later in the Chapter. Rationales for these 
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classifications are provided later in the Chapter. Significant consensus between recruiters and 

coaches exists, with regard to identification of the skills identified in this table. 

Comparison of Skills Recruiters Desire and Perceive Are Developed Through . Sport 

The fifth table identifies congruence between the skills that graduate recruiters desire, and the 

skills that graduate recruiters perceive are developed by sport. This allows a direct 

comparison of the datasets from Table C and E. 

Table E Comparison of Skills Recruiters Desire and Perceive Are Developed Through Spurt 

SKILL Recruiters Desire Recruiters Perceive Sport 
Develops 

Teamwork 12 / 12 U/ 12 
Leadership 12 / 12 11 / 12 

Interpersonal skills 12/ 12 12 / 12 
Goal setting 11/12 9/ 12 
Mental skills 10/12 9/ 12 

A high level of congruence is exhibited between the skills graduate recruiters desire and the 

skills graduate recruiters perceive are developed by sport. Particularly high congruence is 

observed within the context of teamwork, leadership, interpersonal skills, goal setting and 

mental skills. A high level of consensus thus emerges between the skills recruiters desire and 

the skills recruiters perceive are developed by sport. 

Comparison of'Skills Perceived lo he Develop cd by ('nachos arc! (iru /uuie llrrý rriier. e 

The sixth table identifies a high level of congruence between the skills that both graduate 

recruiters and sport coaches perceive are developed by sport, providing a direct comparison Of 

specific elements of the datasets in Table N and F. It is interesting that such congruence 

occurs, and suggests some kind of' similarity exists between the interview groups, or 

environments. 
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Tab/e5.6 Comparison of Skills Perceived to be Developed b' Coaches acrd Graduate 

Recruiters 

Skill Skills Perceived to be Developed by 
Coaches 

Skills Perceived to be Developed by 
Recruiters 

Additional learning environment 7/7 12 / 12 
Teamwork 7/7 10/ 12 
Leadership 7/7 11 / 12 

interpersonal skills 7/7 12 / 12 
Goal settin 

1 7/7 9/ 12 
Mental strength/skills 7/7 9/ 12 

All sport coaches and all graduate recruiters perceive interpersonal skills are developed by 

sport, and all identify sport as a means of providing an additional learning environment. 

Teamwork, leadership, goal setting and mental skills are identified by at least three quarters 

of graduate recruiters and sport coaches. Goal setting is conceptualised as a suh-component of 

mental skills later in this Chapter. 
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Appendix 2.2 Interview Questions - Graduate Recruiters 

1. What positions are you recruiting for? 

2. What academic/technical skills does a graduate require in order to successfully gain 

employment at your company? 

3. What non-academic skills does a graduate require in order to successfully gain 

employment at your company? 

4. What, in your opinion, is the most important skill that a graduate can possess? 

5. Do you think university prepares graduates sufficiently in attaining skills that you 

require? 

6. If not, why not? 

7. Are there any skills that you feel graduates, on the whole, lack? 

8. If yes, what are these skills? 

9. What, in your opinion, is the best way to address this skill shortage at university? 

10. Do you feel extra curricular experience increases the value of a graduates' 

application? 

11. If yes, what extra-curricular experience is likely to be most valuable to your 

company? 

12. Do you view sports experience as attractive in the graduates that you recruit? 

13. If yes, why? 

14. Do you think skills learnt through sport are transferable to a business environment? 

15. If yes, which specific skills? 

16. Do you view team sports as more desirable than individual sports experience? 

17. Why is this? 

18. Do you think sports experience can give graduates a competitive advantage in terms 

of graduate employment? 

19. If yes, why do you think this is? 
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20. Do you think that the corporate sector, in general, sees a link between sport and 

business? 

21. If yes, what do you think is the nature of this link? 
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Appendix 2.3 Interview Questions - Sports Coaches 

1. What do you think are the benefits of participating in sport for a student athlete? 

2. What skills do you try to develop in the athletes that you coach? 

3. How do you assess if your athletes have successfully acquired these skills? 

4. Are some skills easier to develop than others? 

5. Why is this? 

6. Do you see any difference in the interpersonal skills of an individual as a result of 

their participating in sport? 

7. If yes, can you describe these interpersonal skills? 

8. How do you think sport develops these skills? 

9. Do you think these skills are transferable to other areas of life, such as work? 

10. Research suggests that student athletes demonstrate greater leadership skills than non- 

athletes. In your experience, have you found this to be true? 

11. If yes, why do you think student athletes demonstrate greater leadership skills? 
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12. In your opinion, do you think undergraduates could enhance their business skills, 

such as teamwork and leadership, by participating in collegiate sport? 

13. Do you think the interpersonal skills gained through sport can be gained at any level 

(e. g. amateur or professional level)? 
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Appendix 2.4 -Alpha Values 

The table below identifies internal consistency values for the SELF and OTHER ratings of 

students. It can be observed, with reference to the table below, that the datasets for SELF 

ratings of Individual Consideration and Satisfaction, and OTHER ratings of Satisfaction did 

not demonstrate high levels of internal consistency. These datasets were therefore omitted 

from subsequent analysis. 

Cronbach's Alpha 

Inspirational Motivation 
Individual Consideration 
Intellectual Stimulation 
Charisma 
MbyException - Active 
MbyException - Passive 
Contingent Reward 
Laissez Faire 
Extra Effort 
Effectiveness 
Satisfaction 

SELF OTHER 
0.7 0.7 
0_5 0.7 
0.7 0.7 
0.7 0.8 
0.6 0.7 
0.7 0.7 
0.7 0.7 
0.7 0.7 
0.7 0.7 
0.7 0.8 
0.5 0.6 
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