
1 

 

 

 

 

Perception, Structure, and Practice: Three Dimensions of Digital 

Mediatisation in Australian Professional Sport 

 

 

Tracie Edmondson 

Bachelor of Arts (Journalism and Human Movement) 

Graduate Diploma of Professional Communication (Public Relations) 

 

 

Submitted to Charles Sturt University 

 

in fulfilment of the requirements for the degree of 

 

Doctor of Communication 

 

School of Information and Communication Studies 

Faculty of Arts and Education 

 

 

February 8, 2022  

 
 



2 

 

Table of Contents 

Table of Contents 2 

List of Figures 4 

List of Tables 4 

Certificate of Authorship 5 

Professional Editorial Assistance 6 

Ethics Approval 7 

Publications Resulting from the Research 8 

Abstract 9 

Dedication 11 

Acknowledgement 13 

List of Abbreviations and Glossary 14 

Preface 19 

Chapter 1: Introduction 24 

1.1 Research Interest in Sport: Sport Matters 24 

1.2 Current Situation/ Statement of Problem: Content is King 28 

1.3 Aim of this Thesis: A New Wave of Digital Mediatisation 30 

1.4 Frandsen’s Study: Digital Media a Major Concern in Sport 33 

1.5 Organisation of Remaining Chapters 36 

Chapter 2: Literature Review 38 

2.1 Sport Communication Research: What is Known 39 

2.2 The Role of a Sport Media Manager: What has Changed 46 

2.3 Mediatisation: An Overview 49 

2.4 Research Questions 64 

Chapter 3: Methodology 66 

3.1 Research Paradigm 66 

3.2 Nature and Design of the Study: Framework 68 

3.3 Sampling Strategy 69 

3.4 Interview Procedures 77 

3.5 Participants 79 

3.6 Data Collection and Analysis 83 

3.7 Methodological Limitations  86 

3.8 Role of the Researcher 87 

Chapter 4: Dimension of Perception 88 

4.1 Findings: Perception 90 

4.2 Internal Impacts 90 

4.3 External Impacts 106 

4.4 Summary 125 

Chapter 5: Dimension of Structure 127 

5.1 Findings: Structure 127 



3 

 

5.2 Changes in Ways of Organising/ Managing Communication: 

Organisational Structure 

128 

5.3 Changes in Resourcing: Staff, Time, and Money 143 

5.4 Formalised Strategies: Rise of Independent Digital Media 

Unit 

155 

5.5 Summary 166 

Chapter 6: Dimension of Practice 167 

6.1 Findings: Practice        168 

6.2 Increase in Communication Output 168 

6.3 Diversification of Channels and Use of Digital/ Social Media 

Platforms 

173 

6.4 Commercialisation: Trading and Selling Content; Data 

Capture 

189 

6.5 Prioritisation in Day-to-Day Practice 191 

6.6 Summary 194 

Chapter 7: Discussion 195 

7.1 RQ1 Discussion: Dimension of Perception 196 

7.2 RQ2 Discussion: Dimension of Structure 206 

7.3 RQ3 Discussion: Dimension of Practice 215 

Chapter 8: Conclusion 222 

8.1 General Conclusions 223 

8.2 Implications 227 

8.3 Final Statement 228 

8.4 Limitations and Delimitations 230 

8.5 Further Recommendation and Research 231 

References 234 

Appendices 250 

Appendix A Information on Conferences Attended  250 

Appendix B Interview Guide and Participant Information 255 

 

  



4 

 

List of Figures 

1 Classification of Tiers of Sports  72 
2 Geographic Demographics 76 
3 Gender and Age Demographics 81 
4 Education Demographics 82 
5 Background Experience Demographics 82 
6 Classified Advertising Revenues, Print Newspaper vs. Online 92 
7 Readership of News in Australia 103 
8 Australian Media Landscape Trends 2002–18 108 
9 Australian Newspaper Revenue from 2002–18 110 
10 Syndication: Single Camera Attends Media Opportunity 116 
11 Social Media Prank on Media 120 
12 Joke Tweet: “Fake News” 121 
13 Strategic Plan Referencing Communication Priorities 131 
14 Investing in High Performance 151 
15 Strategic Plan with Long-Term Communication Goals 158 
16 Social Media Use in Australia 2011–21 175 
17 Same Story; Different Channels 177 
18 Different Uses of Instagram 178 
19 Different Uses of an EDM 188 
20 Multi-purpose Use of EDMs 188 

 

List of Tables 

1 Breakdown of Organisation Locations by State 76 
2 Interview Participant Demographics Summary 79 
3 Themed Quotes: Internal Impacts 93 

4 Themed Quotes: External Impacts 113 

5 Themed Quotes: Changes in Ways of Organising/ Managing 

Communication: Organisational Structure 

134 

6 Summary of Media Manager Job Titles, Internal Reporting and 

Organisational Structures  

136 

7 Staff Levels and Size 144 

8 Themed Quotes: Changes in Resourcing: Staff, Time and Money 152 

9 Themed Quotes: Formalised Strategies 160 

10 Themed Quotes: Increase in Communication Output 171 

11 Themed Quotes: Diversification of Channels/ New Channels 175 

12 Digital and Social Media Use in 2017 by Professional Sporting 

Organisations in Australia 

181 

13 Themed Quotes: Diversification of Target Group Communication 

and Distribution 

186 

14 Themed Quotes: Prioritisation in Day-to-Day Practice  193 

 



5 

 

Certificate of Authorship 

‘I, Tracie A. Edmondson, declare that this submission is my own work and to the best of my 

knowledge and belief, understand that it contains no material previously published or written by 

another person except where due acknowledgement is made in this submission, as appropriate. 

Any contribution made to this submission by any person at Charles Sturt University or elsewhere is 

fully acknowledged. 

I declare that this submission contains no material which to a substantial extent has been 

accepted for the award of any other qualification at Charles Sturt University or any other 

educational institution. 

I declare that I have made all reasonable efforts to obtain copyright permission for any 

third-party content included in this submission and I have not included such content in this 

submission without the copyright owner’s permission. 

I agree that this submission be accessible for the purpose of study and research in 

accordance with normal conditions established by Charles Sturt University for the care, loan and 

reproduction of submissions subject to confidentiality provisions as approved by the University. 

I certify that appropriate ethics and other compliance approvals have been sought where 

required and the ethics approval number is H17023. 

The thesis complies with University requirements for a thesis as set out in the related 

University policies and procedures (see Policy Library).’ 

 

 

 

………………………………………………….. 

Tracie Edmondson 

February 2022 

  



6 

 

Professional Editorial Assistance 

James Vickers, accredited editor, provided professional copyediting assistance. Professional 

editing of a candidate’s thesis is limited to formatting, grammar, and style (Australian Standards for 

Editing Practice, Standard D – Language and Illustrations, and ASEP Standard E – Completeness and 

Consistency) and must not alter or improve the substantive content or conceptual organisation of 

the thesis. 

 

  



7 

 

Ethics Approval 

This thesis reports on research involving humans and ethics approval for the study was 

confirmed on 2 March 2017 by the CSU Human Research Ethics Committee (HREC). The approval 

number is H17023. 

 

  



8 

 

Publications Resulting from the Research 

Edmondson, T. (2018). Guess and go: The ethics of the mediatisation of professional sport in 

Australia. In T. Bradshaw & D. Minogue (Eds.), Ethical Space: The International Journal of 

Communication Ethics, 15(1/2), 54–68. Abramis Academic. 

https://www.amazon.com/Ethical-Space-Vol-15-Issue-Bradshaw/dp/1845497236  

Edmondson, T. (2021). Mediatisation. In P.M. Pedersen, Encyclopedia of sport management. 

Edward Elgar. https://www.e-elgar.com/shop/gbp/encyclopedia-of-sport-management-

9781800883277.html?utm_medium=email&utm_campaign=Leadership%20Q4%20US&ut

m_content=Leadership%20Q4%20US+CID_fa1c1fd5bee602c338b9ba37fe5f1e76&utm_sou

rce=Campaign%20Monitor&utm_term=Encyclopedia%20of%20Sport%20Management 

 

Conference Presentations of Preliminary Research Findings 

Edmondson, T. (2017, October 27). “Guess and go”: The ethics of the mediatisation of professional 

sport in Australia. [Conference presentation]. Institute of Communication Ethics Annual 

Conference, Sports journalism: ethical vacuum or ethical minefield? London, United 

Kingdom. 

Edmondson, T. (2018, May 16-17). Sports executives strategies for managing communication. 

[Conference presentation]. Changing the rules of the game? Interdisciplinary Symposium, 

Loughborough University, United Kingdom. 

Edmondson, T. (2019, November 15). Using mediatisation to understand changes in professional 

sport. [Conference presentation]. Towards Development of Mediatisation Research III 

Workshop: Digital media and datafication, Wroclaw, Poland. 

Refer Appendix A for further conference details. 

  

https://www.amazon.com/Ethical-Space-Vol-15-Issue-Bradshaw/dp/1845497236
https://www.e-elgar.com/shop/gbp/encyclopedia-of-sport-management-9781800883277.html?utm_medium=email&utm_campaign=Leadership%20Q4%20US&utm_content=Leadership%20Q4%20US+CID_fa1c1fd5bee602c338b9ba37fe5f1e76&utm_source=Campaign%20Monitor&utm_term=Encyclopedia%20of%20Sport%20Management
https://www.e-elgar.com/shop/gbp/encyclopedia-of-sport-management-9781800883277.html?utm_medium=email&utm_campaign=Leadership%20Q4%20US&utm_content=Leadership%20Q4%20US+CID_fa1c1fd5bee602c338b9ba37fe5f1e76&utm_source=Campaign%20Monitor&utm_term=Encyclopedia%20of%20Sport%20Management
https://www.e-elgar.com/shop/gbp/encyclopedia-of-sport-management-9781800883277.html?utm_medium=email&utm_campaign=Leadership%20Q4%20US&utm_content=Leadership%20Q4%20US+CID_fa1c1fd5bee602c338b9ba37fe5f1e76&utm_source=Campaign%20Monitor&utm_term=Encyclopedia%20of%20Sport%20Management
https://www.e-elgar.com/shop/gbp/encyclopedia-of-sport-management-9781800883277.html?utm_medium=email&utm_campaign=Leadership%20Q4%20US&utm_content=Leadership%20Q4%20US+CID_fa1c1fd5bee602c338b9ba37fe5f1e76&utm_source=Campaign%20Monitor&utm_term=Encyclopedia%20of%20Sport%20Management


9 

 

Abstract 

Sport in Australia matters—economically, culturally, and socially—and it is an integral part of the 

lifeworlds of millions of Australians, so how sporting organisations communicate with their 

stakeholders is important. This thesis investigated the question: How is digital mediatisation 

influencing the communication practices of professional sporting organisations in Australia? This 

thesis brings together a unique cohort of senior sport leaders and media managers from Australia’s 

elite sports, through 27 in-depth interviews, to understand the changing nature of media-sport 

relationships and the ways sporting organisations have adapted to manage storytelling in the ever-

evolving media landscape. Digital media has saturated all domains of society and has attracted the 

attention of scholars and researchers worldwide, but the influence of digital mediatisation on sport 

communication practices and the everyday role of senior media managers, has received little 

attention, particularly in Australia. This thesis explores the influence of digital mediatisation on the 

perception, structure, and practice of communication management in professional sporting 

organisations in Australia. It also contributes to the conceptual understanding of mediatisation as 

an important theoretical framework for researching sport communication. The mediatisation 

approach applied was influenced by Krotz (2017) and McLuhan (1964) and it explores media change 

in the context of the domain of sport communication practice at micro and meso levels. This study 

applies a phenomenological approach, drawing on the researcher’s own lived experiences in the 

field and the attitudes and practices of 14 media managers and 13 senior leaders from 14 

organisations across seven professional sports. The framework for this thesis and the research 

questions that guide it are adapted from Frandsen’s (2015) empirical study of national sporting 

federations in Denmark. This study adopts the same multi-level structure approach as Frandsen, 

which in turn explores digital mediatisation through Donges and Jarren’s (2014) “three central 

dimensions: perception, structure and behaviour”, but because of the focus on sport 

communication practice, this study adapted behaviour into the term practice. This study shows 

professional sporting organisations in Australia are in a state of flux as the affordances of digital 

mediatisation have led them to transform and innovate their communication practices for business 

success. These changes include prioritising strategic and operational communication, elevating 

communication management to executive status. Digital mediatisation has disrupted media-sport 

relationships as sporting organisations can and must act like traditional media entities by producing 

their own content for communication and commercial benefits. The media-sport hierarchy has 
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shifted and competition for increasingly valuable sporting content and data is contributing to 

ongoing tension and conflict. Overall, this thesis concludes that, despite the increased importance 

of digital media, traditional media and media relationships still matter and must be maintained and 

developed. Sport, media, and technology are intimately connected and, therefore, when one 

changes it impacts on the others, emphasising the need for a strategic sport communication 

approach and signalling a new era for media managers. This thesis makes a unique contribution to 

the academic endeavour in the research domain of sport communication, advancing the 

mediatisation research agenda and the use of mediatisation as a useful concept for strategic sport 

communication research.  

 

Keywords: Digital mediatisation, sporting organisations, digital media, sport media managers, 

strategic sport communication, professional sport, communication practice 
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RQ Research question 

SN Super Netball 

SR Super Rugby 
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Glossary 

Digital age: The current “timescale” (Livingstone & Lunt, 2014, p. 706), also referred to as the 

information age or new media age; a time period starting from the late 20th century following the 

introduction of computers and digital technology. 

Digital mediatisation: Relates to a timescale, period or “specific historical epoch” (Finnemann, 

2011, p. 74), from the late 20th century, that is characterised by a growing importance and influence 

of digital media specifically. 

Digital media/ new media/ social media: Digital media is the overarching term for any form of 

media that use electronic devices for distribution, creation, viewing, and modifying, and includes all 

forms of new media, interactive media technologies and social media, including communication 

platforms and devices.  

Institutions: A “domain or field of social life that is governed by a particular set of formal and 

informal rules, displays a particular structure, serves certain social functions and allocates resources 

for action in various ways” (Hjarvard, 2014, p. 130). Media and sport are considered institutions in 

this study, like politics. 

Media: An ambiguous term that refers to media organisations and journalists who produce and 

distribute content, the medium by which content is distributed, and the content itself. Historically 

the word ‘media’ was the plural of the Latin word ‘medium’. In this study, references to media relate 

to the broader social phenomenon of media and need to be considered in the context they are used. 

The term ‘the media’ will refer to journalism in all its forms, and the organisations and people 

reporting on a story or event. 

Mediatisation: The definition is discussed in greater detail in the literature review, but the following 

is most useful in the context of this study (substitute sport for political), whereby mediatisation is 
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“seen as a reaction of (political) organisations to their perception of an increased importance of the 

media and communication. This perception implies changes in organisational structure (rules and 

resources for communication) and organisational behaviour” (Brandli, Donges & Jentges, 2011, p. 

5). 

National Sporting Organisation (NSO): The sporting organisations that are the governing bodies of 

the seven professional elite sporting codes in Australia (in this study) as identified according to the 

definition of professional sport and commercial team sports below. They are Australian Football 

League (AFL), National Rugby League (NRL), Cricket Australia (CA), Football Federation Australia 

(FFA), Australian Rugby Union (ARU), National Basketball League (NBL), and Netball Australia (NA). 

National League Team (NLT): In this study, the sporting organisations which manage a team/ club 

in the national league competitions administered by the NSOs. The NLT organisations/ competitions 

involved in this study are Australian Football League (AFL), A-League (A-L), T20 Big Bash League 

(BBL), National Basketball League (NBL), National Netball League (NNL), National Rugby League 

(NRL) and Super Rugby (SR). 

(24/7) News cycle: Refers to the continuous nature and need for the cycle of news being reported 

across a variety of media to be constantly updated for multiple deadlines. Breaking stories are 

instantly reported on social media networks, digital online versions of traditional newspapers and 

rolling television and radio news bulletins, and satisfying a need for continuous and rapid content. 

New media: Media that are delivered digitally and includes platforms such as websites, blogs, 

Facebook, Twitter, and LinkedIn, but continue to evolve as new formats are developed. 

Perception (dimension): The dimension of perception refers to the first of the three Donges’ 

dimensions (perception, structure, behaviour) used as the framework in this thesis to study the 

influences of mediatisation. Perception is defined as “the mental orientation from within the 

organisation towards that part of the world that is media” (Donges 2008), which refers to the level 

of awareness of media by people in the organisation (sport leaders and media managers) and in the 

routines (communication practices) of the organisation. 

Practice (dimension): The dimension of practice is the third dimension of the multi-level structured 

Donges’ dimension framework. Behaviour is the terminology used by Donges and Jarren (2014) and 

Brandli et al. (2011) in the original framework but the researcher replaced it with practice in this 
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thesis. The choice was not to debate the term overall but given the specific focus of this study, this 

term fits better. As this study’s interest is in the professional practice of sport communication at a 

micro and meso level, the term practice, rather than behaviour, more accurately describes the 

actions of sporting organisations and media managers in the execution and output of 

communication.  

Professional sport: This study’s interest is in professional sporting organisations in Australia, which 

includes professional team sports, where athletes are either professional or semi-professional. The 

professional sports featured in this study are commonly regarded as high performance or elite 

sports and can be identified and segmented by their level of commercialisation and television 

coverage (Australian Sports Commission, 2017), which classifies them into three tiers of commercial 

team sports. Except for the individual sports of golf and tennis, this three-tiered system used by the 

Australian Sports Commission aligns with the seven professional team sports chosen for this study. 

Social media: The “interactive media technologies that allow consumers to create and disseminate 

their own content, connect with media outlets and other network users, and voice their opinions 

on any number of topics” (Schultz & Sheffer, 2013, p. 210). 

Sport communication practice: How and what sport media managers do in their everyday 

professional activities involving the strategic management of communication internally and 

externally with their organisation’s key stakeholders. Activities include media relations and public 

relations in a planned approach to the telling and selling of the stories of sport that help to grow 

and protect the organisation’s brand. 

Sport communication professional (MM): The focus of this study is on the senior person in the 

sporting organisation charged with managing the media and communication strategy on a day-to-

day basis. Generally, in the organisations referred to in this study, this role was an in-house, full-

time paid professional. The roles and titles varied, but from hereafter the sport communication 

professional will be referred to by the most used general title of media manager (MM). 

Sport leader (EX): In this study sport leader refers to the key decision-maker in the sporting 

organisations, which is primarily the Chief Executive Officer (CEO). In some cases, where the CEO 

was not available, a member of the organisation’s senior executive was interviewed, in order to give 

the organisation’s perspective on the research questions. 
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Structure: The “dimension of structure” is the second of the three Donges’ dimensions. The term 

refers to “the organisation … acting and making structural changes as a result of a perceived 

importance of media and communications” (Donges 2008). Changes to structure include 

organisational, such as the position of communication and the media manager in the organisation 

and the reporting structure, and resources for communication, such as people, time and money. 

Tier One Sport: Commercial sports with significant Australian television rights deals (AFL, NRL, 

cricket). 

Tier Two Sport: Commercial sports with television rights deals (tennis, soccer, and rugby union). 

Tier Three Sport: Commercial sports with television coverage but no rights deal (golf, netball, 

basketball). 
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Perception, Structure, and Practice: Three Dimensions of Digital Mediatisation in Australian 

Professional Sport 

Preface 

This study was borne of the researcher’s own experiences as a sport communication 

professional. For decades I have lived through and enacted changes in communication structures 

and practices. As a curious individual and on behalf of the sporting organisation I work for and the 

sport communication profession, I embarked on this study to improve the understanding of ways 

that professional sport communication practices have evolved, particularly as digital media has 

increasingly become a part of everyday media-sport interactions and a “taken-for-granted part of 

our infrastructure” (Couldry & Hepp, 2013, p. 6). I wanted to gain a deeper understanding of the 

impact on sport communication professionals in particular and their relationships with media 

(hereafter termed media-sport relationships), as well as the changes being made by sporting 

organisations.  

The purpose of this section is to background my media-sport journey across more than three 

decades (since 1985) to provide context for drawing on my lived experiences in conducting this 

research to understand how professional sporting organisations in Australia are managing the 

changing nature of media-sport interactions and adapting communication practices to tell their 

stories. It is important to acknowledge how lived experiences can influence research and this will be 

addressed in Chapter 3 on methodology. The reflexive nature of this type of research, which is 

enriched by such experiences, gives the researcher knowledge, insights and access to interview 

subjects that may otherwise not be possible from the ‘outside’. These experiences in the media-

sport field over more than 35 years also support the use of mediatisation as a framework for this 

thesis according to the definition of what counts as a mediatisation study (Livingstone & Lunt, 2013) 

and other scholarly support (Ekstrom, Fornas & Jerslev, 2016; and Hepp, 2013) for mediatisation 

research to consider comparisons over time. 

Mediatisation and its relevance to this thesis will be explained in more detail in the literature 

review in Chapter 2. In the context of this thesis, mediatisation is a concept being used to explore 

how sporting organisations in the 21st century have reacted to the growing importance of digital 

media, including how it has influenced organisational structure and practice. This study also explores 

how those changes have an impact on the nature of interactions with media organisations and sport 
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journalists. Theoretically, the concept has been used to “analyse critically the interrelation between 

changes in media and communication on the one hand and changes in culture and society on the 

other” (Couldry, 2012, p. 8). 

I have experienced first-hand the everchanging media landscape from the perspective of 

both a sport journalist and a sport communication professional, working as a journalist for the first 

eight years of my career, before switching to the ‘other side’ as a sport media and communication 

executive for various sporting organisations and events. This history has included state and national 

sporting organisations and national league teams, as well as state, national and international events 

including five Olympic Games and numerous World Cup competitions. Beginning my career as a 

cadet journalist at a local regional town newspaper meant experiencing the media industry before 

it was computerised, deciphering shorthand notes, and typing stories on a manual typewriter, 

before copy was converted via hot metal and the printing presses. Changing to using video display 

terminals and filing stories via an attachment to a dial phone were among the next technological 

advancements I experienced as a sport journalist at a major metropolitan newspaper. 

After reading my way through too many poorly written (faxed) media releases swamping the 

news desk, I changed careers from sport journalist to media manager for a state sporting 

organisation. My first experience saw me sitting in a caravan on the beach after an event, typing 

media releases and countless pages of results on a manual typewriter, dictating every word to a 

copytaker over the telephone and manually faxing every page to media organisations across the 

country. I did everything I could in the hope the media would run our story and tell it the way we 

wanted. The power was in their hands. In the early 90s, I was a solo operator as a media manager 

and our organisation relied on the media to tell our story. Communication was one-way. Faxed 

media releases were the key method of relating to media and thereby reaching stakeholders; 

pagers, and mobile phones the size of bricks, were the mode of contact. This was followed early in 

2000 by increased use of such technologies as email and websites, primarily as an information 

platform, but it was still very much one-way communication, being controlled by traditional media 

organisations. 

The introduction of digital and social media platforms, such as Facebook in 2004, closely 

followed by YouTube (2005), Twitter (2006), the iPhone (2007), and Instagram (2010) and the 

ensuing convergence of digital and social media, represented a period of upheaval and tension 
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between traditional media outlets and sporting organisations. This challenging period was reflected 

in a study (O’Donnell, Zion & Sherwood, 2016, p. 35) of the aftermath of what was described as the 

“most serious contraction” (of staff) in the history of the Australian news media industry in 2012, 

where an estimated 1000 journalists were made redundant or lost their jobs (Christensen, 2013), 

followed by more losses of between 500–1000 in 2013–14: “Amid real and growing fears that print 

journalism is dying because print journalists are losing their jobs in such numbers … the tensions 

between old and new forms of journalism, professional values and journalistic identities are on-

going, dynamic interactions, rather than a zero-sum game” (O’Donnell et al., 2016, p. 49). 

During this time, where technology was characterised by a shift from the “one to many” 

broadcast paradigm of mass media to the “network paradigm” of “many to many” communication 

(Fitch, 2009, abstract), I began work with a national sporting organisation. Initially I was employed 

full-time in a newly created role as a Digital Editor and then as Public Affairs Manager. I saw media 

departments in clubs growing, along with national and state sporting organisations, as the number 

of sport journalists in traditional media organisations was shrinking, although roles were becoming 

more diverse and demand for content was growing. Both parties were in a state of flux, as sporting 

organisations grappled with internal and external content demands, with some even opting to 

provide unique and exclusive content for their members as a priority over communicating via the 

media. In particular, a number of teams would announce team lists to members first, before 

releasing to the media and general public. Media outlets, as well as a new media landscape which 

included bloggers and citizen journalists armed with mobile phones, turned to new digital and social 

media platforms like Twitter and Instagram, in search of content to feed the 24/7 news cycle if they 

could not access their content needs from sporting organisations. 

The issues and tension around media accessibility were highlighted by an Australian 

journalist (Everill, 2013) working in the US, who echoed one of the most common complaints in the 

climate in Australia at the time: “It strikes me as unacceptable at best the current access journalists 

are given”. In the US, the journalist experienced no such problem gaining easy access to interview 

the mega-stars of American sport, while journalists covering some professional sports in Australia 

were not afforded the same luxury: “Why is it I can walk up to Peyton Manning after he has 

orchestrated one of the greatest second half comebacks in NFL history last year and have a great 

chat about the feat without an issue but if I wanted to talk to the likes of Darius Boyd I’d be on a 
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hiding to nothing?” (Everill, 2013). These sentiments were also echoed by a senior television 

reporter in Australia:  

The media got one back on the Eels during the week. After the players’ no-show at a recent recovery 

session, the media were peeved to say the least. It was not an organised stance but on Friday morning 

not one media representative turned up after Parramatta offered an opportunity to speak to co-

captain Jarryd Hayne. (Weidler, 2013) 

Adding to the issues around access were changes to what was considered ‘news’, along with 

the speed of the news cycle. In the sport-media landscape I worked in, relationships between media 

managers (club, state, and national) and traditional sport media were often strained, but there was 

a ‘watershed moment’ in April 2013 which saw one of Australia’s leading professional sports, the 

National Rugby League (NRL), takes a strong stand with the media. It followed a newspaper report 

of a possible link between a player’s death and peptide use at his former club in 2011. Walter (2013) 

gave an insightful account of the extent of the rage over the article from players and Club CEOs, 

with senior figures calling for the suspension of the accreditation of the three journalists involved: 

“The proposal was discussed by the 16 club chief executives, who decided against it but issued their 

own statement, which described the [media organisation’s] handling of the [player] story as 

‘something that has disappointed every club and every player’ … It was a watershed moment in the 

relationship between the code and the media company that until 15 months ago had controlled it” 

(Walter, 2013). The incident led to new media guidelines being developed with input from the 

media, a process that had occurred three times in 10 years (J. Brady, personal communication, 

2012). It was during this period of significant change and tension in the sport-media industry that I 

began my scholarly journey (mid-2013) with a deep theoretical commitment to the field from a 

practitioner standpoint. I was interested in developing a greater understanding of the rapid changes 

taking place in the media landscape through digital and social media and its influence in the area of 

communication practices in professional sports in Australia. I was particularly interested in how 

professional sporting organisations were responding to the “growing importance of the (digital) 

media” defined as “mediatisation” (Brandli et al., 2011), the increasingly tense nature of media-

sport interactions and how this was transforming the roles of other sport communication 

professionals. 

Since starting this thesis, I have changed roles and I am now Head of Communication and 

Community Engagement and a member of the senior executive for a state sporting organisation. 
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Today I have a communication staff of nine and it feels very different from when I was a department 

of one (20 years ago). That’s what this thesis is about. The world I work in today is a far cry from the 

one I started my career in more than three decades ago. The media-sport hierarchy has shifted, and 

now sporting organisations can—and must—take the opportunity to tell their own story, their way. 
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Chapter 1: Introduction 

Professional sports today have become major players in the new media landscape, sitting 

alongside traditional broadcast and print media outlets to produce and distribute the rich and 

colourful content that sport provides by the very nature of its theatre and drama, both on and off 

the field, together with its cast of personalities. At the same time, these sporting organisations both 

compete with and complement a media system with an insatiable appetite for content to “feed the 

beast” (EX20, MM01)—the 24/7 news cycle of the new media landscape—where ‘what is news’ has 

changed. Sporting organisations need content too, like the traditional media organisations they 

relied on 10–20 years ago to communicate their messages, before the transformation to a multi-

channeled media system that has provided the opportunity for them to tell—and sell—their stories 

their own way. Sport, media, and new technology are intimately connected and therefore when one 

changes it impacts on the others. The impetus for this research was an initial curiosity about the 

uneasy and changing media-sport relationship and environment that the researcher was witnessing 

and experiencing after working in the media-sport field for more than three decades.  

This chapter provides a detailed background to this thesis, outlining the researcher position; 

research interest and the significance of research in the field of sport communication in Australia; 

the current situation facing media managers in professional sporting organisations in Australia; the 

aim of the thesis; and the framework that will guide the thesis research. 

1.1 Research Interest in Sport: Sport Matters 

This section outlines the importance of sport to Australia and the community in general and 

highlights the ways that sporting organisations communicate and interact with their stakeholders. 

It then introduces the close relationship between professional sport and media to underline the 

importance this key relationship plays for sporting organisations in communicating with their 

stakeholders. The purpose is to highlight the value in researching current sport communication 

practice which has become a “vibrant and growing area of study in academics” (Coombs, 2021). On 

a global scale, the sport industry is “valued at over $620 billion dollars a year” and is a “multi-billion-

dollar, global phenomenon that has drawn the attention of communication scholars” (Coombs, 

2021). In Australia, undertaking research to understand the influences of digital mediatisation on 

professional sporting organisations is also important, because sport plays a significant role in the 

economic, physical, social and possibly even spiritual wellbeing of millions of Australians (Australian 
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Sports Commission, 2017; Australian Sports Commission, 2018–19). 

Sport in Australia matters economically, culturally and socially. It is an integral part 

(Australian Sport Commission, 2017, p. 7) of the ‘lifeworlds’ of most Australians, and it is widely 

considered ‘un-Australian’ not to be involved with sport in some capacity, from a recreational hobby 

to a professional career; a fun activity to a fitness pursuit for health and wellbeing. Sport today is 

many things to millions of people. It is entertainment. It is also big business, highly corporate-like 

and commercial, but at the same time it has a capacity to bring communities together and change 

lives from a social, physical and mental wellbeing perspective. From the 18 million plus Australians 

aged 15 years and over (90% of the population) who participate in sport and physical activity 

(Clearinghouse for Sport, 2021, AusPlay 2020–21 data for Sport Australia) to the millions who attend 

sporting events and millions more who consume sport on television or other electronic devices 

(Stewart, 2017), sport makes a significant difference in the lives of most Australians. Its impact is far 

reaching, to the many communities and charities that benefit from sport, the significant 

corporations who attach themselves to sport, the millions injected into the economy from major 

sporting events and the contribution to the overall wellbeing of society (Stewart, 2017). 

The value of sport to Australia and Australians has been well-documented (Australian Sports 

Commission, 2017), with the following key statistics highlighting the integral role sport plays in 

everyday life. The participation in and passion for sport “creates significant benefits for Australia, 

driving a range of economic, health, educational and community benefits, as well as enhancing our 

international reputation” (Australian Sports Commission, 2017, pp. 4–9): 

- 92% of Australian adults have an interest in sport 

- nearly 8 million attend live sports events each year 

- more than $12 billion is spent annually on sport and sport infrastructure each year 

- the sector’s economic contribution is equivalent to 2–3% of GDP 

- more than 220,000 people are employed in sport 

- 1.8 million volunteers donate 158 million hours to sport each year, equivalent in time to 

nearly 90,000 additional full-time jobs and $3 billion in economic value 

- a total economic value of almost $50 billion annually is created as the direct economic, 

productivity and volunteering benefits from sport 

- $83 billion annually provided in combined economic, health, and education benefits 
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- together, the overall benefits result in every dollar spent in sport returning $7 of total 

benefits to Australia 

Sport also plays a key role in changing social attitudes, with professional sporting 

organisations undertaking initiatives like the NRL’s ‘Voice Against Violence’ program to help educate 

Australians about domestic violence and ‘State of Mind’ focusing on education and awareness about 

mental health and wellbeing, while the “experiences of our sports stars help address issues such as 

racism and homophobia, and negative perceptions around mental health and disability” (Australian 

Sports Commission, 2017, p. 8). In an NRL Media Release issued in March 2019, the organisation 

revealed findings from its third NRL Social Impact Report (2018), outlining the positive community 

and wellbeing program achievements it delivered year-round. An independent analysis showed that 

for every dollar invested in the NRL’s community programs, $4.10 of social value was created 

(National Rugby League, 2018a, p.10). 

A wide range of organised sports are played in Australia, with the Australian Sports 

Commission’s Australian Sports Directory listing 86 recognised National Sporting Organisations 

(NSOs) which includes a wide range of sports from small, amateur organisations, with few paid staff, 

to the highly commercial, professional sports like Australian rules football and rugby league, which 

feature competitions administered by multi-million-dollar sporting enterprises like the AFL 

(Australian Football League) and NRL (National Rugby League). The AFL’s revenue for 2015 exceeded 

$480 million, while its broadcasting rights agreement for the 2017–22 period provides a $2.5 billion 

cash inflow; and it employed 16,000 staff in 2015, as well as thousands of players and umpires across 

all of its clubs (Stewart, 2017). 

These statistics highlight the significance of physical activity to the lifeworlds of most 

Australians and, therefore, how sporting organisations communicate and interact with their various 

stakeholders is important: “from an economic and strategic point of view, communication and sport 

matter because they work together to form an influential and pervasive relationship throughout 

societies and economies; simply stated, sport cannot exist without communication” (Pedersen, 

2012, p. 57). 

Sporting organisations have traditionally relied on media organisations and journalists to 

communicate with their stakeholders, but changes to the media landscape and communication 

environment from one-way to two-way to multi-ways, live and interactive, on many platforms, have 
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enabled sporting organisations to communicate and engage directly with their stakeholders when 

they want and as often as they want (Couldry, 2012, p. 2). One example is the use of Facebook Live, 

where fans can experience a media conference or other event as it is happening, where previously 

they may have had to wait to view it on the nightly news or a delayed video on a website. The 

researcher’s employer, New South Wales Rugby League (NSWRL), used Facebook Live in February 

2021 to livestream a pre-season trial match in the second tier NSW Cup competition featuring a 

teenage future star and it was watched by 85,000 people and reached almost 250,000. Another 

example was the live streaming of a basketball match being played in the Australian National 

Basketball League (NBL) competition in 2019 involving a US teenager which became the “most 

watched in NBL history with over (sic) more than one million people watching on Facebook in the 

United States” (Ward, 2019). 

The purpose of this background was to underline how understanding the changing nature of 

media-sport interactions presents a significant area of interest for research in the media and 

communication field, because sport in Australia is an important institution which matters for many 

and varied reasons. Research in this area could have benefits that extend beyond sport, to the 

economy and the wellbeing and productivity of Australians. Australian Sports Commission research 

(The Economic Contribution of Sport to Australia, 2011, p. vi) suggests that increased physical activity 

can lead to gross healthcare savings of about $1.49 billion per year and productivity gains of about 

1% of GDP per year (around $12 billion in 2008-09). More effective communication can therefore 

help to promote participation in sport and its significant additional benefits not limited to sporting 

organisations, but to the wider community. The significance of sport communication research to 

society in general has also been acknowledged by other scholars from a global perspective: 

“Research in sport communication continues to flourish as sport continues to have a global impact. 

The future of sport communication research should ground itself in theoretical and practical 

perspectives. Neglecting the study of mediated sport would be like ignoring the importance of “the 

role of the church in the Middle Ages” (Real, 1998, cited in Yoo, Smith & Kim, 2013, p. 15). 

From a sport-specific perspective, research could also benefit the 86 NSOs and their 

respective State Sporting Organisations (SSOs) in Australia. This study focuses on 14 sporting 

organisations across seven of the major professional sporting codes in Australia and could provide 

a benchmark for other less commercialised NSOs across the country, just as the global sporting 

organisations like the National Basketball Association (NBA) and National Football League (NFL) in 
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the United States, the English Premier League (EPL) in the United Kingdom and La Liga in Europe are 

benchmarks for Australian professional sporting organisations. Exploring a variety of 

communication practices through a study of organisations which have the commercial backing to 

attempt to keep abreast of changes in technology, could be a useful resource for the less 

commercialised sports wanting to make the most effective use of their resources. 

1.2 Current Situation/ Statement of Problem: Content is King 

As digital technology continues to evolve, it continues to change the playing field in relation 

to media-sport communication and interactions. With multiple channels and platforms, interactive 

and instant two-way communication, digitisation offers many and diverse opportunities—and 

challenges—to consume and produce sport content and engage with sporting organisations and 

sports stars. Consequently, media managers in the 21st century have an ever-changing and 

challenging role to ‘manage’ the brand/ image of their sport and relations with key stakeholders, 

including media, sponsors, government, fans and the general public. Digitisation has contributed to 

the development of a 24/7 news cycle, making the media-sport field and media relations a complex 

space to ‘manage’. 

This section provides a brief overview of the current state-of-play (at the time of writing this 

thesis) for media managers and professional sporting organisations in Australia and how they are 

managing everyday communication practices in a rapidly evolving media environment with an 

insatiable appetite for constant content to satisfy the 24/7 news cycle. 

Professional sports are no longer just appearing in headlines. They are writing the headlines 

and producing and distributing them in the battle for content—and data—that sees sporting 

organisations both complementing and competing with traditional media in non-traditional ways. 

At the heart of the problem is content and the constant need for both media and sporting 

organisations to “feed the beast” (EX20, MM01) created by the 24/7 news cycle. For the media, 

“sport is a source of reliable and plentiful content” (Hutchins & Boyle, 2017, p. 499) and sport 

reports and information have long been considered important for media because of their appeal to 

advertisers and audiences (Boyle, Rowe, & Whannel, 2010). 

For professional sporting organisations in Australia, there has been a shift. At the turn of the 

21st century, sporting organisations still relied heavily on traditional media to tell their stories, but 

the transformation of the “media system” (Krotz, 2017, p. 104) in the second decade, in particular, 
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has given them their own voice and the ability to tell—and sell—their own stories. They are 

producing and distributing content, at varying levels of sophistication, depending on resources 

(financial and human) and communicating and engaging directly with fans. This marks a significant 

change in the traditional media-sport relationship and hierarchy that existed in the one-way 

communication model. Media managers, across all sporting organisations, find themselves 

balancing the competing interests and needs of their own internal content needs with those of the 

external media, regardless of the size of their media unit. Widely-publicised examples include the 

launching of the Australian Football League’s (AFL) ground-breaking and controversial ‘independent’ 

AFL Media unit in 2012, employing more than 100 people, including former journalists (Hayes, 2015) 

and the National Rugby League’s (NRL) ‘independent’ NRL.com digital media unit in 2018, with about 

70 staff (Stensholt, 2018). 

Other national club and state sporting organisations are increasing their communication 

staff on a smaller scale, along with their roles and responsibilities as they endeavour to 

commercialise their digital assets and service the growing needs and demands of stakeholders 

across multiple platforms. For example, the researcher’s first rugby league sport communication 

role as media manager for the Cronulla Sharks in 1996, was a one-person operation. By 2016, the 

Sharks’ media and communication department included seven full-time staff. Similarly, as head of 

public affairs for New South Wales Rugby League (NSWRL) in 2016, the researcher managed a team 

of six full-time staff including a digital manager, media manager, content producer, social media and 

content producer, videographer, and a graphic designer. Two years earlier, only two full-time staff 

were employed in the NSWRL media department. By 2021, the researcher’s role had expanded, with 

a staff of nine, and a title change to head of communication and community engagement. 

Other key issues centre on the dwindling resources at traditional media organisations with 

sport reporters working across two or more platforms and a focus on speed that adversely affects 

accuracy and fact-checking, as well as less time for relationship-building with key contacts. 

Journalists are increasingly using social media in non-traditional ways—breaking news, self-

promotion and cross promotion of their work—to increase viewers and/or readers and traffic to 

websites, as well as for sources and leads for stories, scouring the social media sites of athletes and 

other media for potential stories (Schultz & Sheffer, 2013): “The role of journalists has been 

transformed by the social media boom … although blogs, websites and social networks have become 
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primary sources of information for new-generation reporters, their grasp of these systems has also 

modified their writing methods” (Girardin, Roult, Sirost & Machemehl, 2020, p. 10). 

Stories and leads are also coming from ‘citizen journalists’ armed simply with a mobile 

phone, who can record video and photographs of sports stars, with or without their knowledge, in 

public or at private events. For example, in 2014, Cronulla star Todd Carney had his $3 million dollar 

NRL contract torn up after a vulgar picture of him urinating in his own mouth at a Cronulla nightspot 

went viral; while in January 2016, just weeks before the NRL season had even kicked off, the 

competition was attracting worldwide publicity and attention for all the wrong reasons, thanks to 

the power and reach of social media and a ‘lewd’ act by Sydney Roosters star Mitchell Pearce. Pearce 

was fined $125,000, suspended for eight NRL games and stripped of his co-captaincy at the Roosters 

following the fallout from a video scandal from his drunken Australian Day activities which were 

filmed without his knowledge at a party and circulated on social media. It attracted more than 

200,000 views on YouTube and 958,000 Google mentions. In 2019, the NRL pre-season was rocked 

by the release of a series of lewd sex tapes from ‘private’ player WhatsApp groups, some taped 

illegally, which saw one player charged and arrested by NSW Police with two counts of recording 

intimate images without consent and two counts of disseminating images without consent. 

While these examples are extreme cases, they are real and provide a snapshot of the 

everyday lifeworld of the sport media manager in today’s media landscape. They highlight the 

challenges and opportunities afforded by digital and social media platforms, prompting questions 

as to how research can help to better understand and manage changing media-sport interactions—

what is working and what is not. 

1.3 Aim of this Thesis: A New Wave of Digital Mediatisation 

The main aim of this thesis is to explore how digital mediatisation is influencing the 

communication practices of professional sporting organisations in Australia. The literature review 

in Chapter 2 demonstrates that there is a gap in specific research that examines individual practice 

perceptions of change at this level. As technological innovations result in ongoing changes that 

impact on sport communication practices, the concept of mediatisation provides a useful theoretical 

lens to explore the influence of the changing nature of media-sport interactions. In the context of 

this thesis, the term ‘interactions’ refers to “the media intervening into the social interaction 

between individuals within a given institution, between institutions and in society at large” 
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(Hjarvard, 2008, p. 120). This thesis also aims to contribute to a conceptual understanding of 

mediatisation as an important theoretical framework for researching sport communication. 

The concept of (digital) mediatisation was used by Frandsen (2015, 2020) to “explore the 

transforming effects of digital media in sports organisations” by comparing 61 national sporting 

federations in Denmark. Frandsen’s study shares a number of similarities and alignments with the 

aim of this thesis, which instead presents an Australian perspective. Frandsen’s study demonstrated 

that “digital media are a major concern across organisations” and that the “new media environment 

seems to have provided the foundation for a new wave of mediatisation in sports” (Frandsen, 2020, 

p. 97). The field of sport has received limited attention in research in the area of mediatisation as a 

theoretical lens, compared with politics, education, religion, and art, but there are parallels and this 

thesis aims to address the gaps in the literature. This perspective will be aided by the literature 

review in Chapter 2. 

The objectives of the thesis are to contribute to the improvement of effective management 

of sport communication practices in an ever-changing media landscape, characterised by the 

“digitalisation wave” in a period now described as “deep mediatisation” (Couldry & Hepp, 2017), 

which refers to an advanced stage of mediatisation whereby digital media and their infrastructures 

have saturated and transformed all domains of society (Hepp, 2021). This thesis will aid the 

achievement of these objectives by: 

- Improving understanding of how digital mediatisation is changing the nature of media-

sport interactions in professional sport in Australia; 

- Contributing to a conceptual understanding of mediatisation in a sport context, given its 

wider use in relation to politics, education, and art; and 

- Providing unique insights into different approaches to organisational structure and 

communication practices of sport leaders in Australia. 

The research methods used in this investigation include: 

- Drawing on the researcher’s own lived experiences in the field as an ‘insider’ and the 

experiences and beliefs of senior media managers and sport leaders, including CEOs and 

senior executives, in the sport industry, from sporting organisations across the major 

professional sporting codes in Australia. 
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- Conducting semi-structured in-depth interviews with sport leaders and senior media 

managers to collect data from important informants. 

- Analysing available data to accurately capture the essence of how sporting organisations 

have reacted to digital media and how it has changed everyday communication practices 

and the role of the sport media manager. 

The aims of this research doctorate have led the researcher to adopt an approach that draws 

on Scandinavian concepts of mediatisation in sport (Frandsen 2013; 2015; 2020) and modelling of 

responses to mediatisation (Brandli et al.2011; Donges & Jarren 2014), where the process of media-

related change is not linked to any singular medium but the entire “media environment or 

ensemble” (Couldry 2012; Finnemann 2014). This approach is framed by Krotz’s (2017, p. 105) “basic 

idea” of mediatisation research that in studying the transformation of the media, it is necessary to 

study the “transformation of everyday life, culture, and society in the context of the transformation 

of the media”. In turn, mediatisation refers to theories established by Marshall McLuhan and 

contemporaries. McLuhan (1964) is interested in effects of media on society as a whole over time. 

Krotz’s approach to mediatisation can be applied to Nicholson’s (2007, pp. 7, 31) guide to managing 

the media-sport nexus, which is the domain of interest and focus of this study: “sport and the media 

are not two separate industries that have been juxtaposed coincidentally. Rather, their evolution, 

particularly throughout the 20th century, has resulted in them being inextricably bound together … 

sport has influenced the development of the media, while the media has transformed sport, 

particularly at the elite and professional levels”. 

This section outlined the aims of the research and the plans and approach to undertake the 

study in an endeavour to have an impact on sport communication practice from a theoretical and 

practical sense. Together with the previous sections in this chapter, it identifies the value of research 

in this area: 

If there is one certainty moving forward, it is that sports fans in this era of media will enjoy the 

greatest level of personal access to players, coaches, team personnel and sport media that has ever 

been experienced. This level of access will almost certainly have a significant impact on both the 

practical and theoretical components of sport communication. It will be incumbent upon both 

practitioners and scholars to identify these impacts and effectively synthesize them into professional 

and academic best practices. (Clavio, 2013, p. 267) 
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1.4 Frandsen’s Study: Digital Media a Major Concern in Sport 

The purpose of this section is to background Frandsen’s study, because this thesis is based 

on an adaptation of her exploration of the “transforming effects of digital media in sports 

organisations” (Frandsen, 2015, p. 1). The Frandsen study heavily influenced the approach adopted 

for this thesis because of the parallels with investigating how national sporting organisations were 

influenced by digital media and the use of mediatisation as a framework. At the time of beginning 

research for this thesis, the Danish study provided the closest alignment and parallels with my area 

of interest and underlined the gap in literature on media influences generally and on sport 

communication practice specifically. This study will be expanded on in the literature review in 

Chapter 2. 

In highlighting the significance of research in this area, Frandsen’s research is part of a wider 

study ‘Mediatisation of Culture – the Challenge of New Media’ 2011–2015, that was funded by the 

Danish Research Council (Frandsen, 2015, p. 14). The commissioning of this research underlines the 

importance of sport to its people, society, and economy. Frandsen’s approach was to analyse a wide 

range of governing national sporting bodies from an institutional and organisational approach to 

mediatisation theory. She has adopted a meso-perspective which considers how the logics of a 

particular institution can effect change in another institution, which has its own logics. A number of 

different approaches from micro, meso and macro perspectives have been used to theorise the 

relationships between media and sport, but this meso-perspective highlights how media, like 

domains such as “the family, work, the political system, and sport … have become an institution as 

well” (Frandsen, 2015, p. 3). As a result, mediatisation is considered as a “double structure”, where 

media “have both become integrated in the operations of other social institutions and cultural 

spheres, while also acquiring the status of social institutions in their own right” (Hjarvard, 2013, p. 

17). This process has intensified because of digital media as they have become an “integrated 

element in the lifeworlds of both individuals and organisations—also in sport” (Frandsen, 2015, p. 

3; Frandsen, 2020, p.84). While Frandsen’s focus is on the meso perspective only, this thesis has a 

micro-meso focus, with an interest in digital media’s impact on the lifeworlds of both the individuals 

(media managers) and the (sporting) organisations. 

Frandsen used an institutional approach in her study because “mediatisation is not uniform 

across social domains and areas” (Frandsen, 2015, p. 4). It allowed her to base her empirical study 
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of sporting organisations on a model similarly used to study political organisations and interest 

groups, which focused on organisations because they represented a meso-level in the social 

sciences (Brandli et al., 2011): “Organisations are structures within which individuals are organised 

and act, but they are also corporate agents that act and perceive themselves as acting on a societal 

level” (Frandsen, 2020, p. 83). 

This approach led Frandsen to Donges, whose work with Brandli and Jentges (2011) and 

Jarren (2014) on media-induced change in political organisations, provides a useful parallel with 

sporting organisations, wherein mediatisation is specified as occurring when “organisations become 

aware of media and start considering them as a relevant and central part of their environment in 

order to survive or achieve other prioritised rational or irrational goals” (Frandsen, 2015, p. 4). 

Donges (2008) and Donges et al. (2014) offer a framework for understanding the importance of 

digital media and their influence by exploring the mediatisation process through three dimensions; 

how organisations react and make changes to their structure and behaviour. Frandsen uses these 

‘three central dimensions: perception, structure, and behaviour' as the framework and focus of her 

study to understand how organisations have responded to media-induced change, which makes it 

equally suitable for this thesis. Similarly, Kim, Byun and Thomson (2021) focused on the three-

dimensional framework in a recent study of the impact of COVID-19 on the mediatisation of 

professional sporting organisations. 

The aim of Frandsen’s empirical study was to “get a general picture of mediatisation” 

(Frandsen, 2015, p. 5) by comparing 61 national sporting federations in Denmark; while this thesis 

explores seven professional sports and their national leagues (comprising 73 teams) in Australia at 

an organisational and individual level to get a better understanding of mediatisation in a sport 

context. 

Frandsen distributed a questionnaire which was sent to two staff from each of the 61 

national sporting federations (the Chair of the Board and the Head of Communication); which was 

followed up by nine semi-structured, qualitative in-depth interviews (Frandsen, 2015, pp. 5–6). This 

thesis involved semi-structured in-depth interviews with 14 full-time paid media managers and 13 

sport leaders, with at least eight to 10 years’ experience in the media-sport industry (since 2007 or 

prior), from seven of the major professional sporting codes in Australia. Both studies had the same 

intent with their methodology as described by Frandsen (2015, p. 6): “to explore the background 
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and attitudes of these people and get their descriptions of how Donges’ dimensions are embodied 

in actions and practices and of how priorities are taken in a diverse set of organisations”. 

Frandsen (2013, 2015, 2020) studied national sporting federations and sports that had not 

been part of the dominant sport-media nexus or had mass media exposure because of a perceived 

bias in research towards highly commercialised sports (like those in this thesis), as well as for the 

diversity of organisational structures. However, she also acknowledged that studying professional 

sports was still relevant, but she wanted to focus on responses to digital media that she believed 

may be different within non-professional sports that are “not as strongly rooted within the 

commercialised and television-based sports/ media complex” (Frandsen, 2013, p. 5). In response to 

Frandsen’s comments, the researcher is interested in an area of professional sport that has 

previously been overlooked in mediatisation studies, which involves the experiences and trends of 

sport communication professionals working in the field, in addition to the meso view at the 

organisational level. This thesis shows that the responses to digital mediatisation by highly 

professional and commercialised sporting organisations are equally as diverse as Frandsen found 

with the responses among the national sporting federations that she studied. 

Also, Frandsen’s preference to study “historically marginalised sports” (Frandsen, 2013, p. 

13) and their governing bodies, may have contributed to the challenges she encountered collecting 

data because much of the work done in these organisations is by volunteers. The focus of this thesis 

on professional sporting organisations with full-time paid sport communication professionals, 

together with the researcher’s ‘insider’ perspective, may have minimised the potential challenges, 

with 27 of the 28 targeted interviews being conducted. 

Among the findings, Frandsen’s study demonstrated that “digital media are a major concern 

across organisations and that a new wave of (digital) mediatisation is taking place in sports” 

(Frandsen, 2015, p. 1) and: “Still many organisations struggle with this and currently find themselves 

in a state of flux, trying to involve employees, volunteers, and external partners with communication 

competencies in their activities in various ways, on many levels and for many varying purposes”. 

Frandsen’s study highlights a change in attitude towards communication with digital media 

having an “unrivalled first priority” with all of the organisations, in terms of relative allocation of 

resources spent on communication, but in terms of structure, “communication is still treated as a 

low-priority support function” (Frandsen, 2020, p. 90). With such a broad spectrum of organisations, 
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from wealthy, professional federations to small volunteer-based organisations, which have varying 

needs and methods of communicating along with their resources, the responses to the new media 

environment differ significantly and many struggle with it as a process (Frandsen, 2015, p. 6): 

communication on the one hand is considered powerful and digital media have somehow revitalised 

the organisations’ attempts to gain public attention and commercial revenues. On the other hand, 

the role of communication is at best widely undetermined, or else it remains of secondary 

importance for this particular type of interest organisation. (Frandsen, 2020, p. 97) 

Frandsen concluded that mediatisation is a “process that is very much in operation at many 

levels and at various speeds, but it also takes organisations in diverse directions”; and that digital 

media are a “powerful and essential part of change – because they are embedded in all the other 

institutional agents surrounding the world of sport” (Frandsen, 2020, pp. 97–98). These findings and 

the influence of the “media manifold” (Couldry, 2012, p. 16), are explored in this thesis, which is 

focused on exploring the communication practices of professional sporting organisations in 

Australia. The emergence of digital media raised important questions for Frandsen’s study (2020, p. 

87) regarding how sporting organisations responded to the new opportunities. This is a key focus of 

this thesis, which has been conducted through an adaptation of Frandsen’s study, using Donges’ 

dimensions as a framework for theorising how digital mediatisation is transforming the lifeworlds 

of both individuals and organisations in the 21st century. 

This section provided background to Frandsen’s study, because the researcher has based 

this thesis on an adaptation of her exploration of the “complexity and diversity of the ongoing 

processes of transformation prompted by digitisation” in sports organisations (Frandsen, 2020, p. 

82). The Frandsen study shares parallels with this thesis in investigating how national sporting 

organisations had been influenced by digital media and the use of mediatisation as a framework. 

This perspective is addressed in the literature review in the next chapter, which identifies research 

undertaken in this area and where the gaps exist. 

1.5 Organisation of Remaining Chapters 

Chapter 2 encompasses a narrative literature review examining three key areas of 

importance to this thesis: sport communication research and the methodology and mhethods of a 

range of research in this domain; the role of sport communication professionals; and mediatisation 

as a theoretical concept for sport communication research. It concludes with the aims of the 
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research and research questions that guided the study. The methodology used to conduct this 

research is outlined in Chapter 3, which details the approach that was used and the reasons it was 

chosen. The chapter also describes the research paradigm, nature, and design of the study, sampling 

strategy, interview procedures, data collection and analysis, and methodology limitations. Following 

this methodology, 27 semi-structured in-depth interviews were conducted with leading sport 

industry executives and media managers resulting in considerable data that was analysed across the 

three dimensions of perception, structure and practice, with the findings presented in Chapters 4, 

5, and 6. The key findings from these chapters were explored in relation to other relevant research 

and presented in Chapter 7. A summary of the findings features in Chapter 8, which also outlines 

potential implications for sport communication practice and research; the study’s contribution to 

the field of sport communication research; limitations/ delimitations of the study; and 

recommendations for future research.  
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Chapter 2: Literature Review 

This literature review presents an examination of three key areas of importance to this thesis 

in relation to the digital mediatisation of sport communication practices: sport communication 

research and the methodology and methods of a range of research in this domain; the role of sport 

communication professionals in sport communication management; and mediatisation as a 

theoretical concept for sport communication research. Frandsen (2015, 2020), Borges (2017, 2019), 

and Birkner and Nolleke (2015) are among the most prominent theorists to address all three areas 

in the one study.  

This chapter draws on a range of sport communication studies to explore the reach and 

depth of the literature in this area and to gain insights into the research methodology and methods 

used in studies in the field. The aim is to establish any gaps in sport communication literature and 

the need for ongoing research, while also exploring the most appropriate methodology for this 

thesis. 

The second section of the literature review examines studies about the role of sport 

communication professionals (senior media managers) to establish if and how sport communication 

practice has changed or become more important because of the influences of digital media. This 

study is particularly interested in the everyday practice of sport media managers and the ways it has 

been transformed by digital mediatisation. 

The third stage of the literature review provides an overview of the concept of mediatisation, 

exploring it from a general perspective and from historical and political perspectives to define 

mediatisation in the context of this thesis; and what ‘counts’ as a study of mediatisation. The review 

positions digital mediatisation as a theoretical concept for exploring sport communication in 

relation to media practice theory and offers Bourdieu’s field theory as a framework of concepts and 

languages to explore how mediatisation occurs, together with Donges’ dimensions of perception, 

structure, and practice. The chapter concludes by outlining the research questions that guide this 

study. 
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2.1 Sport Communication Research: What is Known? 

As the domain of sport communication is central to this thesis, so the literature review begins 

with a search to define the field and understand the level of research interest in the area. Several 

definitions were identified and this thesis adopts a widely used definition of sport communication 

by Pedersen, Laucella, Miloch & Fielding (2007, p. 196) as a “process by which people in sport, in a 

sport setting, or through a sport endeavor share symbols as they create meaning through 

interaction”. This process is considered dynamic and includes “active, interactive, and reactive 

processes between institutions, texts and audiences in the public sphere” (Pedersen et al., 2007, p. 

196), which can be applied to the contemporary environment of digital and social media 

communication that is the focus of this thesis. Similarly, Billings, Butterworth, and Turman (2018, p. 

9), while not identifying their own specific definition of sport communication, endorsed the 

following description of communication in the spirit of Alberts, Nakayama, and Martin (2012, p. 20) 

and applied it in a sport setting: “a transactional process in which people generate meaning through 

the exchange of verbal and non-verbal messages in specific contexts, influenced by individuals and 

societal forces and embedded in culture”. Drawing from both of these definitions, The SAGE 

Encyclopedia of Communication Research Methods (Allen, 2017) description of sport 

communication as “an area of study that seeks to understand the relationship between 

communication processes and sport contexts” is particularly relevant to this study of the 

contemporary sport communication environment. Allen (2017) refers to communication processes 

as “the creation and understanding of meaning through exchanging verbal and nonverbal 

messages”, while the term sport contexts refers to “the domains and events where sport is 

produced, enacted, consumed or discussed”. 

The process of sport communication as a strategic management function of professional 

sporting organisations and senior media managers is a key focus of this thesis. This is an area which 

extends beyond sport media, with communication departments in sporting organisations carrying a 

broad range of titles, from sport public relations (PR) to media relations, public affairs, external 

affairs, organisational communication and many others. One of the most current sport 

communication resources for academics and students, Strategic Sport Communication (3rd ed.), 

(Pedersen, Laucella, Kian & Geurin, 2021, p. 10) describes sport communication as including 

“interpersonal and small-group communication; organisational communication in sport; sport PR 

(public relations); and other components of the field … such as sport advertising and the newer 



40 

 

realm of sport social media”, in addition to sport media. Despite the many different concepts in the 

sport communication field, researchers agree that it plays a vital and essential role in the 

management of sport and in the health and growth of the sport industry, creating, producing, 

distributing and managing all communication, internal and external (Butterworth, 2021; Fernandez-

Souto, Vazquez-Gestal, & Puentes-Rivera, 2019; Pedersen et al., 2021. p. 10). Sport has become one 

of the leading economic industries around the globe and the communication aspect of the annual 

trillion-dollar global sport industry affects the entire field, with sport communication identified as a 

major reason for its rapid growth (Pedersen, 2013, p. 1; Pedersen et al., 2021, p. 6). 

However, scholarly inquiry into the field of sport communication was considered scarce until 

the 1980s and has only accelerated and made meaningful progress in the past 15 years (Wenner, 

2021a). The potted history of sport communication research points to the establishment of the 

International Association for Communication and Sport in early 2000, while a 2008 edition of the 

Western Journal of Communication (Krizek, 2008) is identified as the first time a disciplinary journal 

devoted an entire issue to communication and sport research. In 2013, the Communication and 

Sport journal, edited by Lawrence Wenner, was first published, followed by another significant 

moment for the sport communication field in 2014, with the establishment of the Sport 

Communication Interest Group of the International Communication Association. Wenner (2021b, p. 

2) believes a tipping point has now been reached in the area’s “maturation towards disciplinary 

legitimacy” and there are many indicators that the study of sport communication has become a 

popular area in communication and media studies, attracting greater research interest, after a slow 

start as a domain of scholarly interest: “It’s only taken about 40 years for communication and sport 

to become an overnight success” Wenner (2021a). Three scholarly journals being published in this 

space—Journal of Sports Media, International Journal of Sport Communication, and Communication 

and Sport—are strong indicators that the field of sport communication is being recognised. 

Academic accomplishments in the field have also exploded in the last two decades as the digital age 

has added another dimension to this area of research, opening the field of sport communication to 

significant growth and increased inquiry from a flood of scholars worldwide (Pedersen, 2013; 

Wenner, 2021a; 2021b).  

Wenner (2021a, p. 9) describes some of the past scepticism about sport communication in 

the scholarly space as coming primarily from those in communication studies, along with some in 

media studies: “They see our preoccupation with sport as somehow frivolous and populated by fans 
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masquerading as scholars”. A Google Scholar search for scholarly articles on “mediatisation” in 

relation to sport communication in the early stage of this research (2013–2016) compared with the 

latter half (2017–2021) shows a 124% increase in published studies in recent years. But despite a 

growing scholarly interest from a broader perspective, the majority of sport communication 

literature relates to sports in the US, UK, and Europe. Limited examples could be found about 

Australian sport or literature from the perspective of a sport communication professional in 

professional sporting organisations. 

In terms of mediatisation studies, the body of literature has also grown significantly across 

the duration of research for this thesis. Yet again, while research has been particularly strong from 

European scholars, there are fewer examples exploring digital mediatisation specifically as a theory 

to understand changing media-sport interactions in the second decade of the 21st century other 

than Frandsen (2015, 2020) and Borges (2017, 2019). Skey, Stone, Jenzen, and Mangan (2017, p.3), 

who used the concept of mediatisation in their empirical study of young people’s football-related 

activities, found sport had “often been discussed in passing by scholars of mediatisation”. Like Skey 

et al. (2017), only a few had applied the concept to sport generally (Whannel, 2013) or more 

specifically to football (Johansen, 2016), with a focus on fan parks (Becker, Kautsy & Widholm, 

2014), fan practices (Borges, 2017) and elite player perceptions (Birkner & Nolleke, 2015). More 

recently, Kim et al. (2021) studied the impact of the COVID-19 pandemic on professional sporting 

organisations through the three dimensions of mediatisation (perception, structure and behaviour). 

While the volume of available literature about digital media and sport has also increased 

significantly since work began on this thesis, much of the writing about the digital and social media 

communication practices of sporting organisations has focused on the impact on journalists and 

fans (Borges, 2018; Boyle, Flood & Kevin, 2019; Domeneghetti, 2021; Fernandez-Souto, Vazquez-

Gestal & Puentes-Rivera, 2019; Sanchez, 2013; Sherwood & Nicholson, 2017; Sherwood, Nicholson 

& Majoribanks, 2016), rather than on the sporting organisations, again with the exception of 

Frandsen (2015, 2020) and Borges (2017, 2019). There is less evidence of studies focusing on the 

impact of digital mediatisation on sport communication professionals and their media-sport 

interactions in their everyday role of communication practice and management in professional 

sporting organisations, in particular, in Australia. 

Researching practice is essential to the field of sport communication, with a growing number 
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of scholars calling for more theories and research to help expand the field of inquiry into sporting 

phenomena which is expected to yield new theories that can be applicable beyond communication 

and sport (Yoo et al., 2013, p. 15). The limited research specific to this area has been noted by 

leaders in the field, who identified gaps in how digital and social media communication is being used 

in sport communication, in particular by sport media managers and public relations practitioners 

and within professional teams’ sport communication (Gibbs, 2013, p. 72; Sherwood & Nicholson, 

2013, p. 90; Wright & Hinson, 2014, p. 7; Zerfass, Vercic, & Wiesenberg, 2016, p. 10). Like Sherwood 

and Nicholson (2013, p. 91), many agree that although there is a “plethora of research that examines 

different elements of sports media … it is clear that the research gap exists in the areas of 

interactions and connections”, which is a focus of this thesis. 

Despite the growing interest in sport communication research, leading scholars in the 

contemporary era identify new opportunities for further and ongoing research to extend studies 

beyond the impacts of digital and social media practices in sport to stakeholders other than fans 

and media (Girardin et al., 2020; Iturregui-Mardaras, Gutierrez-Cuesta, & Cantalapiedra-Gonzalez, 

2020). Wenner (2021a) agrees the future and ongoing growth of research in the field needs to look 

beyond fandom to recognise the power and influence of communication in the context of sport: 

The pleasures that sport and its communication bring in engagement too easily mask the depth of its 

powers … For communication and sport to progress on solid grounds, the scholarly community needs 

to be foundationally seated in skepticism rather than fandom. Sport matters. This is true socially, 

culturally, politically, and economically. We know this and this needs to be at our scholarly core. 

(Wenner, 2021a, pp. 862–864) 

2.1.1. Sport Communication Research: Methodology and Methods 

This section of the literature review analyses the research methodology and methods of a 

range of sport communication research to give context to the methodology decisions made for this 

research. Given the limited research specifically exploring the ways that mediatisation in the digital 

age is changing the nature of media-sport interactions in professional sport in Australia, a range of 

other communication research has been explored to determine “the overall approach linked to the 

paradigm or theoretical framework (methodology)” and the “systematic modes, procedures or tools 

(methods)” to be used for collection and analysis of data (MacKenzie & Knipe, 2006, p. 5). 

The interpretivist paradigm is said to be particularly suited to mediatisation research 

because it subscribes to the belief that “reality is constructed by social actors and people’s 
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perceptions of it” (Wahyuni, 2012, p. 71), which aligns with a definition of mediatisation that “media 

in the long run increasingly become relevant for the social construction of everyday life, society and 

culture as a whole” (Couldry, 2012, p. 137). The interpretivist paradigm is also considered to be 

suited to practitioner researchers because of its “orientation toward drawing on the researcher’s 

informed knowledge and experience of a given setting or field” (Wardman & Saltmarsh, 2010, p. 

227), while interpretivist researchers “prefer to work with qualitative data which provides rich 

descriptions of social constructs” and they “favour to interact and to have dialogue with the studied 

participants” (Wahyuni, 2012, p. 71). 

Qualitative methods are the predominant method of data collection in studies within this 

paradigm, although quantitative methods may also be used (MacKenzie & Knipe, 2006, p. 5). Several 

researchers (Becker, 2017; Aspers & Corte, 2019; Aurini, Heath, & Howells, 2022) have focused on 

the similarities between quantitative and qualitative research in an attempt to differentiate and 

define qualitative research. Aspers and Corte (2019, p. 139) settled on the following definition of 

qualitative research as “an iterative process in which improved understanding to the scientific 

community is achieved by making new significant distinctions resulting from getting closer to the 

phenomenon studied”. Qualitative research considers patterns of social meaning, to explore how 

people and groups define and understand their worlds (Aurini et al., 2022, p. 7; Cresswell, 2009, p. 

4). Qualitative sport communication studies have been conducted across a diverse range of areas 

involving sporting organisations, digital media, sport journalism, and sport media professionals. 

These include: social media impact on media relations practice (Supa, 2014); evaluating public 

relations in sport (Stoldt, Miller, & Vermillion, 2009); social media strategy development for New 

Zealand Tennis (Thompson, Martin, Gee, & Eagleman, 2014); best practices in social media use in 

the NBA (Wysocki, 2012); public relations practice in English County Cricket (Hopwood, 2003); 

institutional sport journalism in the digital age, (Moritz, 2014); and how Twitter has changed the 

nature of sport media relations (Gibbs, 2013; Gibbs & Hayne, 2013). 

The primary data source in these qualitative studies comes from in-depth, structured, and 

semi-structured interviews, but documents and observations are other data collection tools that 

can be used (Cresswell, 2013, p. 104). Gibbs and Haynes (2013) apply a phenomenological approach 

to their research, which is based on semi-structured interviews with 18 Canadian and US sport 

media professionals to gain the perspective of the lived experiences of people who work in sports 
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media (Gibbs & Haynes, 2013, p. 2). In the qualitative case study analysis of Tennis New Zealand, 

Thompson et al. (2014, pp. 49–50) employ an ethnographic approach to conduct “one-on-one, 

informal conversational interviews” with six senior management personnel in person and via 

telephone for their primary data; and “secondary data was collected from the organisation” 

(promotional material, marketing plans, strategic plan, annual reports and social media metrics). 

Moritz’s study (2014) is based on in-depth interviews with 25 sports (print) journalists (reporters 

and editors) in the US. While allowing the research to “capture the participants’ experiences in their 

own voices”, Moritz (2014, p. 176) believed it lacked “the first-person observational detail that 

ethnographic research would bring”. 

Thompson et al. (2014, p. 49) employ an ethnographic approach “with the lead author being 

an active participant of the group responsible for creating a social media strategy for TNZ”. This 

approach afforded the lead author a “unique perspective that does not inform other research 

currently being conducted in this area”. While Thompson et al. (2014, p. 49) acknowledge this could 

introduce an undesirable level of bias, Locke, Spirduso and Silverman (2000) believe “that an 

investigator’s contribution can be useful and positive” and Creswell (2003) suggests that “it affords 

an enhanced awareness, knowledge and sensitivity, leading to a greater understanding of the 

context”. The ethnographic approach is appropriate for the NZ Tennis case study, because “the 

researcher is immersed in the day-to-day lives of the people and observes and interviews the group 

participants” (Cresswell, 2003, p. 90). This approach is characteristic of qualitative research, allowing 

researchers direct close contact with the phenomenon being studied (Aspers & Corte, 2019, p. 152). 

Like Gibbs and Haynes (2013), the researcher’s preference was to apply a phenomenological 

approach to this study “because insights are extracted from the lived experiences of the people 

involved in the phenomenon that is being researched” (Goulding, 2005). The researcher’s 

experiences allowed for the unique perspective of an insider view and a richer and deeper 

understanding of the subject, while also having an acute awareness of the potential for bias. 

Therefore, it was important to reflect on the researcher’s influence over the participants, design 

and interpretations while analysing and discussing the findings. Aspers and Corte (2019, p. 154) 

argue that the researcher’s lifeworld is the basis of both quantitative and qualitative research and 

that “all researchers use prejudices and pre-understanding in the research process”. 

Gibbs and Haynes (2013, p. 406), used a mix of sport media experiences to help to triangulate 
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the research findings, while Thompson et al. (2014) allowed for triangulation of the data by 

“converging these independent sources of information” (Cresswell, 2003). According to Willig, 

Waltorp, and Hartley (2015, p. 8), Bourdieu wanted researchers to “make a continuous effort to 

triangulate methods, allowing the object of research to influence the chosen methods and 

continually reassess whether the applied methods were most suitable”. Gibbs and Haynes (2013, p. 

397) found during their study that they needed to collect data from additional informants “such as 

sport journalists, who are the traditional gatekeepers of sports news”. They proved to be an 

“important resource that broadened the understanding of how Twitter has changed the overall 

nature and job responsibilities in sport media relations”. 

With more time or scope beyond the parameters of the doctoral studies, this Gibbs’ 

triangulation method could have been a useful approach for a broader perspective in this thesis, 

drawing on data from an additional group such as journalists. However, at the same time, Donges 

expressed reservations about doing comparative studies and using only a qualitative approach, 

emphasising that his model is “so comprehensive, that it is not possible to address all matters in the 

three dimensions of mediatisation in a comparative study”. They can “only be done in an in-depth 

study of one organisation, where both quantitative and qualitative methods may be applied” 

(Frandsen, 2013, p. 13). 

Frandsen’s study has been discussed in depth in Section 1.5 and identified for its role in this 

study, which draws on Frandsen’s focus and framework provided using Donges’ dimensions of 

perception, structure, and practice to explore mediatisation. Frandsen’s work is one of only a few 

studies that explores digital mediatisation in the context of sport from the specific perspective of its 

influence on communication practice and organisational structure in sporting organisations. In 

Frandsen’s study, Donges’ dimensions “were first explored through a quantitative questionnaire 

based on nominal, ordinal and interval scales as tools for measurement” (Frandsen, 2015, p. 5). Two 

respondents from each of the 61 federations received the questionnaire, which had a 79% return 

rate (covering 59 federations). A descriptive analysis was used to analyse the data, followed by a 

validating meeting (between the author and 38 reps from 26 federations) and nine semi-structured, 

qualitative in-depth interviews (Frandsen, 2015, p. 6). The data enabled Frandsen to identify some 

key themes before moving to the second stage of analysis “focusing more on how change—and 

mediatisation—actually happen in our specific context”. Another study (Sherwood & Nicholson, 

2017), which applied a similar methodology, involving a survey (56% response rate) and 37 semi-
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structured interviews with media managers from sporting organisations, used a combination of In-

vivo and a two-step process of coding set out by Saldana (2013). Saldana’s coding methods (2013, 

2016) were used in the analysis of data for this thesis. 

This section identified the range and scope of sport communication research literature 

available and the gaps that exist. A common call emerged from the sport communication studies 

reviewed for “considerable scope for further research” (Thompson et al., 2014, p. 59), that aims to 

make important contributions and starting points for research into sport communication in the 

digital age. 

2.2 The Role of a Sport Media Manager: What Has Changed 

This thesis offers the opportunity to research a relatively under-studied area in sport 

communication; that being the role of the sport media manager and more specifically, how the role 

is practised in professional sport in Australia. The term sport media manager is being used in this 

study to describe sport communication professionals who are referred to by a wide variety of job 

titles and descriptions in the literature. The following definition describes and frames the 

overarching nature of the work and organisational role of the sport media managers to be studied: 

“Sport public relations is a managerial communication-based function designed to identify a sport 

organisation’s key publics, evaluate its relationships with those publics and foster desirable 

relationships between the sport organisation and those publics” (Stoldt, Miller, & Branvoldt, 2012, 

p. 21). The literature review will also help to determine if the role has changed and what influence 

digital mediatisation has had on everyday sport communication practice. This literature review 

found that while the role is addressed in several textbooks and manuals, primarily targeting sport 

communication students and practitioners, there is little scholarly research. 

The lack of research  is despite a growing scholarly interest from a broader perspective in 

research of sport communication where previous studies have had a strong focus on professional 

and college sport in the US and Canada (Gibbs & Haynes, 2013; Girardin et al., 2020; Stoldt et al., 

2009; Stoldt & Vermillion, 2013; Fortunato, 2000; Hardin & McClung, 2002; Boyle & Haynes, 2006). 

The study by Gibbs and Haynes (2013, p. 394) uses the lived experience of 18 sport media 

professionals (Canada and US) to help explain how the “practices and norms related to the role of 

sport media relations are changing as a result of Twitter”. While Gibbs and Hayne (2013) do not 

specifically explore the concept of mediatisation in their study, the aims and focus of the research 
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are similar to this study and their methods and sampling selection were considered in determining 

this thesis research design. Australian studies on communication roles have covered a variety of 

areas including professional communication in local government (Simmons & Small, 2012); social 

media impact on general public relations practice (James, 2007; Robson & James, 2013); public 

relations management of player transgressions (Trosby, 2010); mobile media sport communication 

(Hutchins, 2019); and cultural dynamics (Rowe, 2009). More recently studies by Sherwood, 

Nicholson and Majoribanks (2016, 2017a) have more specifically focused on sport media managers 

and how the owned media channels of sporting organisations impact on media access for 

journalists. 

It is clear from the study by Stoldt et al. (2009, p. 236) and specialist sport management/ 

communication text books such as Routledge Handbook of Sport Communication (Pedersen, 2013), 

Sport Public Relations and Communication (Hopwood, Kitchin & Skinner, 2010), Contemporary Sport 

Management (Pedersen, Parks, Quarterman & Thibault, 2011), and Sport Public Relations (Stoldt, 

Dittmore & Branvold, 2012),  that the roles of those working in the industry are as diverse and varied 

as their job titles; for example, media relations, public relations, and sports information directors. 

This trend for diversity of roles and titles in the field of sport communication has remained 

consistently evident in more contemporary scholarly texts including Strategic Sport Communication 

(3rd ed.) (Pedersen et al., 2021), Communication and Sport (Butterworth, 2021), Defining Sport 

Communication (Billings, 2016), Multimedia Sports Journalism: A Practitioner’s Guide for the Digital 

Age (Kian, Schulz, Clavio & Sheffer, 2019) and Communication and Sport: Surveying the Field (Billings 

et al., 2018). However, the literature also highlights how new technologies have increased the 

skillset requirements and that the ability to produce multimedia content in a variety of forms has 

become the norm in all areas and jobs in the sport communication field (Kian et al., 2018): “In the 

digital era, there are very few jobs in sport media that focus on just one medium and almost none 

of those jobs are entry-level positions” (p. 3). The diversity of skills, responsibilities, and expectations 

of senior media managers will be explored in this thesis. 

Pedersen et al. (2021, p. viii) acknowledge, that while a number of areas of sport 

communication relating to job roles, responsibilities and requirements covered in their previous 

editions of Strategic Sport Communication (2007, 2016) remained unchanged, the field of sport 

communication has continued to undergo a staggering transformation as a result of new technology 

and the constantly evolving sport product. More specifically, Pedersen et al. (2021, p. viii) were 
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referring to the reshaping of the ways in which the sport industry and sport industry professionals 

communicate with internal and external publics: “These changes have increased the number of 

sport communication professionals and, more generally, increased the pressure felt by sport 

industry professionals to communicate effectively and make wise strategic decisions” (p. viii). Gibbs 

and Haynes (2013, p. 295) also found that media managers in professional sporting organisations 

were required to play a more strategic management function, which they attributed to the intense 

media focus on teams, stars, coaches and owners in the multi-billion-dollar sport industry. 

Fernandez-Souto et al. (2019, p. 1076) related the role to that of a musical conductor: “to act as an 

orchestra conductor, so that all elements that may contribute in a direct and indirect manner to 

generate an image about the organisation, align in an unisonous manner and headed [in] the same 

direction”. However, Fernandez-Souto et al. (2019) found while various studies agreed that the role 

of strategic sport communication management was essential today, including an experienced 

communication director, this did not always occur. This is an area explored in this thesis to 

determine if communication management in sporting organisations is experiencing similar issues to 

other industries. Zerfass and Volk (2018, p. 397) found evidence from worldwide studies of 

communication management that communication departments continue to struggle with a rather 

low status in corporate organisations and that some were perceived as not being as important as 

other areas of the business such as sales, marketing or human resources (Zerfass & Sherzada, 2015). 

In a sporting organisation this could be likened to other areas of the business such as high 

performance and commercial. 

Literature was also reviewed in the field of sport journalism from the perspective of how 

changes in that field, as a result of digital mediatisation, have impacted on media-sport interactions. 

Stoldt et al. (2009, p. 237) found respondents commonly cited the media as an important public, 

resulting in significant demands on media managers in sporting organisations. A number of scholars 

referred to the ethical challenges confronting contemporary sport journalists because of the 

emergence and use of digital and social media, which has blurred traditional lines of investigative, 

writing and information-gathering methods, including the increased production of celebrity-gossip 

style reporting (Bradshaw, 2021; Compton & Benedetti, 2011, p. 57; Domeneghetti, 2021; Girardin 

et al., 2020, p. 10). 

In addition to changes in their presentation of and commentary on sports events, they have had to 

modify their methods of investigation … with the proliferation of new data sources, they now collect 
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information mainly on the web and its various forms, which affects their information-gathering 

methods and ethics. (Girardin et al., 2020, p. 10) 

While the changing landscape of sport journalism in the digital age has been the focus of 

previous research with a strong focus on US sport journalists (Harper, 2010; Moritz, 2011; Sears, 

2011; Schultz & Sheffer, 2010), Gibbs and Haynes (2013, p. 396) believe that their study was the 

“first detailed insight into the transformation of sport media relations in response to social-media 

and digital-media culture”. In their study, three clusters of concepts emerged from the experiences 

of the informants: “direct access, management control, and changing hierarchy”, with key findings 

on Twitter’s impact including (Gibbs & Haynes, 2013, pp. 403–406): changes to long-standing 

practices and norms related to sport media relations; diminishing of gatekeeping functions related 

to traditional media relations; creation of new job responsibilities that have changed the nature of 

media relations, and support for the statement that Twitter is making the media-sport hierarchy 

flatter. Gibbs and Haynes (2013, p. 406) claimed a new contribution to media-sport relations 

literature at the time regarding the flattening of the media-sport hierarchy. The finding referred to 

sport content no longer being controlled and distributed by traditional media organisations and the 

departure from the traditional one-way model of communication to a two-way mode of 

communication. More recent studies (Iturregui-Mardaras et al., 2020, p. 10; Sherwood et al., 2016, 

p. 5; Sherwood et al., 2017b, p. 515) indicate increased reliance by journalists on media managers 

and other communication professionals. The impact of digital mediatisation on the media-sport 

hierarchy is explored in this thesis. 

The literature reviewed for this section confirms a gap in research on the role of the sport 

media manager and more specifically, how the role is practised in professional sport in Australia. 

This thesis provides insights to the under-studied field of communication practices of sport industry 

leaders in Australia, making a significant contribution to ways of improving effective communication 

management for practitioners and students in sport communication.  

2.3 Mediatisation: An Overview 

This section aims to explore the complex concept of mediatisation, which has attracted 

growing interest—and criticism—from scholars in media and communication research. It will review 

the definitions of mediatisation from a general and political perspective where it has its origins and 

differentiate between the different strands and approaches of mediatisation to determine its use 
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and relevance in the context of the institution of sport for this proposed study. It outlines what 

counts as a mediatisation study to show how mediatisation can be used as a concept to better 

understand how digital media is changing media-sport interactions in an age of digital media, as well 

as referencing examples of research using the concept of mediatisation. It will discuss media logic, 

considered a cornerstone of mediatisation, and ways to determine how/ if mediatisation occurs. 

2.3.1 Concept or Conceptual Bandwagon? 

In the past decade mediatisation has rapidly become a popular and important key concept 

for current media and communication research, emerging as a theoretical framework for an 

increasing number of scholars who “share an intensified interest in theorising more generally about 

the interplay between media, culture and society” (Hepp, Hjarvard & Lundby, 2015a, p. 1). With its 

origins in political research, dating back to Kent Asp in 1986, as the first to speak of the 

“mediatisation of political life” (Hjarvard, 2008, p. 106), the growing interest from researchers in the 

mid-2000s is believed to have emerged from a need to understand and capture the broader 

consequences of media’s influence in everyday life and consequently moving away from earlier 

approaches focused on theorising influence as an effect of media texts (Couldry & Hepp, 2013). 

The rapid advances in the development of information technology in the 21st century have 

been a major factor in accelerating the process of mediatisation, whereby the influence of the media 

could refer to media as institutions or as digital information technologies (Kunelius & Reunanen, 

2012, p. 6), such as the internet, mobile phones, blogs and social media. Hepp (2021, p. 211) says 

talk of media today more often means “the various digital platforms such as Instagram, Facebook, 

or Netflix that many of us now take for granted. Even when we talk about newspapers and 

television, we are no longer referring to these legacy media but to new digital arrangements 

instead”. The dual description of media is best defined by Saxer (1999, p. 6), who describes media 

as “complex institutionalised systems around organised communication channels of specific 

capability”. By this definition he points out that: “Media are at the same time technical 

communication channels, organisations, institutions and social systems that have functional and 

dysfunctional effects on other parts or subsystems of society” (Saxer, 1999, p. 6).  

Despite its complexity, mediatisation offers an approach that has become an influential 

concept in media and communication research and one that has gained credibility with leading 

journals and scholars from Europe, the United States and United Kingdom taking it seriously. Nowak-
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Teter (2019, p. 2) describes mediatisation as “not only one of the most influential concepts in the 

field of media and communication but also one of the most prominent theories in the social sciences 

and humanities”. Adolph (2017, pp. 11, 24) claims that mediatisation research “arguably has 

become one of the most vibrant fields of international media and communication research”, while 

Corner (2018) believes “no term has received more extensive attention in recent media theory than 

mediatisation”. Interest in mediatisation has been particularly strong in Europe over the past 

decade, with several examples of major funded mediatisation research programs in Norway, 

Germany, Denmark, and Switzerland (Couldry & Hepp, 2013), and more recently in the Netherlands 

(Nguyen, 2020) and Romania (Tudor, Benea & Bratosin, 2021), along with studies in the UK (Skey et 

al., 2017; Williams, Pope & Cleland, 2022). The publication, Dynamics of Mediatization (Driessens, 

Bolin, Hepp & Hjarvard, 2017), which recognises the strong dominance of mediatisation studies by 

Nordic and German scholars, followed by the UK, includes contributions from Poland, Croatia, Chile, 

and the US (Driessens & Hjarvard, 2017, p.6). However, while the proliferations of articles and 

papers in recent years has led to mediatisation being described as an emerging paradigm 

(Livingstone & Lunt, 2013), meta-process or key concept, it also has its critics, with debate over 

whether it is an influential new concept or a conceptual bandwagon, lacking a clear definition of 

what is mediatisation and what is not (Deacon & Stanyer, 2014, p. 1041). 

Deacon and Stanyer (2014) claim the term mediatisation is in danger of becoming a “concept 

of no difference” and called for more critical debate and reflection, citing three main concerns: 

assumptions about power and causation; researching historical processes, and concept design. 

Kunelius and Reunanen (2012, p. 6) also believe the theory has “remained somewhat descriptive 

and general” despite its popularity and that sweeping claims across a broad range of institutions, 

industries and contexts while offering new insights “also easily end up simplifying and 

exaggerating”; while Couldry (2008) initially criticised the concept for its “tendency to lean towards 

a linear understanding of process and change”. 

Three of the leading proponents of mediatisation in the modern day—Hepp, Hjarvard, and 

Lundby—agree that critique is an essential component in the discussion around mediatisation but 

argue that Deacon and Stanyer’s criticism paints “too bleak a picture” of the present state of 

mediatisation research, mistaking a “media-centred approach for a media-centric one” (Hepp et al., 

2015a, pp. 1–2). Hepp, Hjarvard, and Lundby believe that while concerned about the effects of the 

media, the main focus of mediatisation research lies elsewhere with another domain, institution, or 
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field such as politics, arts, religion, education, or sport. Hjarvard (2018, p. 64) says media have 

become integral to these domains of society and exert influence from within society for social 

interactions. While they agree with Deacon and Stanyer that the mediatisation concept implies 

historical change, they argue that there are already researchers who work historically and a field of 

mediatisation history is emerging (Hepp, et al., 2015a, p. 7). They conclude that the concept of 

mediatisation is “part of a paradigmatic shift within media and communication research” (Hepp, et 

al., 2015a, p. 1). 

Ekstrom et al. (2016, p. 1097) believe that despite the ambiguities, confusion, claims, 

challenges and debates over the past decade about what is and what is not mediatisation, a vital 

research field has been established. They called for grand claims about its status to be abandoned 

in favour of an “open multidisciplinary theoretical agenda”. 

2.3.2 Definition of Mediatisation 

Among the criticisms facing researchers using the concept of mediatisation is that it lacks a 

clear and unified definition. Contributing to the confusion around a clear definition is the reference 

to two traditions or approaches of mediatisation—the institutionalist tradition and the social-

constructivist (Couldry & Hepp, 2013, p. 5; Deacon & Stanyer, 2014, p. 1033)—highlighting that it 

means different things in different contexts, and so  it will have different definitions (Hepp, Hjarvard 

& Lundby, 2010). Ekstrom et al. (2016, p. 1097), however, describe the differing positions around a 

definition of mediatisation as a sign of the field’s “maturation”. 

Here one should first reflect on the work of McLuhan (1964) as a reference point for the 

mediatisation approach (Krotz, 2017, p. 107). McLuhan proposed that we must focus on the impacts 

of each communication medium on society, rather than on the content that it carries: “The medium 

is the message. This merely to say that the personal and social consequences of any medium—that 

is of any extension of ourselves—result from the new scale that is introduced into our affairs by 

each extension of ourselves, or by any new technology” (McLuhan, 1964, p. 7). For the researcher, 

McLuhan’s approach is the basis of mediatisation theory, which studies the impacts of media—

broadly conceived—over time on society. While McLuhan talked about each channel of 

communication, what we now have is a systemised version.  

The institutionalist approach to mediatisation is seen as a process whereby different social 
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fields or systems (like politics, religion or sport) conform to the rules or “media logic” (Altheide & 

Snow, 1979) as an independent institution. These non-media actors are believed to conform to 

perform successfully in the (mass) media (Couldry & Hepp, 2013, p. 5). This approach has led to 

media scholars stressing that the media too have become an institution, like the domains of family, 

work, the political system, and sport (Frandsen, 2020, p. 84). Some scholars believe that the 

institutional perspective “makes the strongest case for a theory of mediatisation” (Livingstone & 

Lunt, 2014, p. 703). The institutionalist approach is applied in Frandsen’s (2015) study of Danish 

national sporting federations and more commonly in research on political organisations and interest 

groups, as with the research by Hjarvard (2008) and Brandli et al. (2011). 

In contrast to the institutional approach, where ‘the media’ tend to refer to journalism, mass 

media and media organisations (Andersson, 2017, p. 28; Ihlen & Pallas, 2014), the traditional social-

constructivist approach to mediatisation refers to the role of the media in the process of the 

communicative construction of social reality where information and communication technologies 

are driving change (Couldry & Hepp, 2013; Krotz, 2009; Andersson 2017). Therefore, the use and of 

the word media differs in each tradition. 

While these differing traditions have co-existed for some time, they have come closer 

together in recent years (Couldry & Hepp, 2013, p. 5), which helps to respond to criticism of the 

mediatisation concept, with opposition between the two traditions described as “counter-

productive” (Ekstrom et al., 2016, p. 1098). This thesis builds on the observation of the two 

traditions coming closer together (Couldry et al., 2013, p.5). While adopting an institutional 

approach to consider the changing nature of interactions in the digital age, this thesis also considers 

the impact of the media as both an institution and as technology that is rapidly evolving. Despite 

the differences across the two traditions and the many and varied definitions, Couldry and Hepp 

(2013, p. 6) believe a shared, basic understanding of the term mediatisation has emerged and it 

applies to this study: “Generally speaking, mediatisation is a concept used to analyse critically the 

interrelation between changes in media and communication on the one hand and changes in culture 

and society on the other.” This approach is reflective of McLuhan’s (1964) “the medium is the 

message” approach to research, which focuses on how the communication media impact on human 

action rather than the content carried by media, and is also acknowledged as foundational in the 

works of other leading mediatisation scholars (Andersson, 2017; Driessens et al., 2017; Krotz, 2017 

). Krotz (2017, pp. 108–109) emphasises the need for mediatisation research to study “the 
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transformation of everyday life, culture and society in the context of the transformation of the 

media”. Andersson’s approach (2017, p. 48) is in line with that of Krotz, that the “best prerequisite 

for grasping the taken-for-granted meaning of media in everyday life—that is, the nuanced layers 

of the mediatisation—is to focus on everyday life rather than media”. Similarly, Driessens et al. 

(2017, p. 3) stress that their interest in studying change in the digital age is focused on the “social 

and cultural changes that the digital engenders in our societies, institutions, practices and life 

worlds”. 

This shared view has evolved since the concept of mediatisation was first applied to “media’s 

impact on political communication and other effects on politics” (Hjarvard, 2008, p. 106) and later 

to constituting “an organizing principle for other spheres of life” (Livingstone & Lunt, 2014, p. 706). 

Hjarvard’s (2008, p. 105) early view of mediatisation defined it as a “theory of the influence media 

exert on society and culture”, but he now describes it as a double structure, where media at the end 

of the 20th century ‘‘have both become integrated in the operations of other social institutions and 

cultural spheres, while also acquiring the status of social institutions in their own right” (Hjarvard, 

2013, p. 17). Similarly, Krotz (2017, pp. 107–108) believes it is not helpful to study mediatisation as 

a separate process in a single domain or society: “Media play an important role in more and more 

social areas and for other social phenomena, and this is what mediatisation attempts to study”. 

Couldry (2012, p. 8) also shares this view and looked to the concept of mediatisation to understand 

media’s influence on social order because of a belief that new media have already “become ordinary 

contents of everyday life, a ”taken-for-granted part of our infrastructure”. Frandsen (2015, 2020) 

came to the same conclusion in the context of the institution of sport, with digital media accelerating 

the mediatisation processes and their integration into the lifeworlds of organisations (Frandsen, 

2020, p. 84): 

Today, the media are both important, semi-independent ‘out-there’ institutions that govern 

organisations’ access to public information and attention, and they are specific organisations (e.g., a 

newspaper or a broadcaster) towards which sports organisations orient their events and 

communicative activity. Media are also ‘in-there’ as intellectual orientations among communications 

personnel, and with the emergence of digital media, also as technologies and various platforms that 

may be put to internal, private, or semi-private use and into external, public use. (Frandsen, 2020, p. 

84)  

This study’s adoption of the shared view approach to mediatisation, with the two traditions 

coming together, also leads to the use of a dual definition or double meaning of the term media, as 
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Frandsen has outlined. Andersson (2017, pp. 37, 45, 48–50) highlights the “fuzzy use” of the term 

media in mediatisation research, including reference to the different aspects of the term highlighted 

in the two traditions. In calling for researchers to strive for “an elaborated definition of the media 

since that would enable further theoretical elaboration of mediatisation”, he draws on Krotz (2017). 

In defining media, the “social phenomenon or sphere of interest should be the starting point … 

guided by contextualization and a focus on social aspects beyond media representations and media 

technologies” (Andersson, 2017, pp. 49–50). 

As with the term media, this section has highlighted that there are many different definitions 

of mediatisation. This thesis adopts the following definition, made in a political context, which best 

describes and frames the concept being used in researching change in professional sporting 

organisations: “Mediatisation is seen as a reaction of (political) organisations to their perception of 

an increased importance of the media and communication. This perception implies changes in 

organisational structure (rules and resources for communication) and organisational behavior” 

(Brandli et al., 2011, p. 5). 

The Brandli et al. study (2011) explored the concept of mediatisation and its supposed 

effects on the “playing field” in relation to political interest groups, providing useful parallels to 

sporting organisations. It approached mediatisation on an organisational level, with three central 

dimensions of perception, structure and behaviour (Donges, 2008; Brandli et al., 2011; Donges & 

Jarren, 2014). As previously mentioned, Frandsen (2015, 2020) applies the three dimensions 

framework to her study of sporting organisations and this framework has been adopted for this 

thesis, with one change to the terms used. The researcher has introduced the term ‘practice’ in 

place of behaviour because it is a term that fits better with the specific focus of this study, and is 

more commonly used in the sport communication research discipline and by participants in this 

study to describe day-to-day sport media communication management actions or behaviour. The 

use of the term practice in place of behaviour was endorsed by leading mediatisation researcher 

Hepp at a conference in Poland in 2019 (personal communication; see also Appendix A). The 

decision was not about debating the term overall from a social psychology versus sociology and 

social philosophy perspective.  

The researcher was influenced by Couldry (following Wittgenstein) in adopting the concept of 

thinking about media as ‘practice’ in studying what “people are doing that is related to media”: “a 
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practice approach to media frames its questions by reference, not to media considered as objects, 

texts, apparatuses of perception or production processes, but to what people are doing in relation 

to media in the contexts in which they act” (Couldry, 2012, p. 33-35). This concept also aligns with 

Krotz’s (2017) approach to studying mediatisation. 

2.3.3 Characteristics of a Mediatisation Study 

Mediatisation “invites historical approaches” (Ekstrom et al., 2016, p. 1098), which is a key 

concern for critics Deacon and Stanyer (2014), who have called for more studies of change over time 

in the area of mediatisation research. However, those who are advocates of the concept, do not 

disagree with the need for comparisons over time and space. Hepp (2013) has emphasised time as 

a key to mediatisation research and called for longitudinal studies or comparisons over time. 

Ekstrom et al. (2016, p. 1090) have called for mediatisation researchers to undertake tasks of 

“historicity, specificity and measurability” in an effort to advance the mediatisation research 

agenda. Krotz (2007, p. 39) states that mediatisation should always be bound in “culture and time”, 

therefore its definition must be based on a “certain historical analysis” and that there are specific 

processes of mediatisation that concern “only certain population groups”. Bolin and Hepp (2017, p. 

327) describe how mediatisation “reflects how the overall consequences of multiple processes of 

‘mediation’ have changed over time with the emergence of different kinds of media”.  These views 

are shared by Livingstone and Lunt (2014, p. 706), who argue that mediatisation is characterised by 

two crucial features and, therefore, to “count” as a study of mediatisation, one should: “… expect a 

focus on a particular domain of human action distinguishable from but potentially affected by the 

media, along with an analysis of historical change in both the domain and the domain of interest 

over a defined timescale.” Using this approach, Miller (2019, p.6) examines media in cars, using 

mediatisation to make “sense of the internet of things—conceptually, historically, empirically”. 

In applying this definition to this thesis, it “counts” as a study of mediatisation because it 

focuses on sport communication in professional sport in Australia (at an organisational and 

individual level), which is a separate ‘human action distinguishable’ from media, but affected by 

media. This study also reflects historically on other changes in media that have impacted on sporting 

organisations and the roles of senior media managers, while focusing on the current period of 

‘digital mediatisation’. These historic changes could be traced back in a similar fashion as Fornas 

(2014) has done in his analysis of popular culture, where he identified key periods of mediatisation: 
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graphic mediatisation; print mediatisation (from the mid-16th century); audiovisual mediatisation 

(from the early 19th century) to digital mediatisation (late 20th century), (Livingstone & Lunt, 2014, 

p. 718). Lunt and Livingstone (2016, pp. 463–464) draw on Fornas to highlight that mediatisation is 

an “historical process that raises the importance of media in evermore sectors of life” (Miller, 2019, 

p. 12).  

Similarly, one could look at these periods in terms of the advances from books to 

newspapers, radio, television, website, internet and the multitude of social media platforms that 

now exist and relate them to how the sport media manager’s role has evolved, as well as the 

experience of sport fans, players and coaches. The in-depth interviews with senior media managers, 

with at least eight to 10 years’ experience in the media-sport industry (since 2007 or prior), 

contributes to the historical data. This thesis also focuses on a specific time period in the 21st century 

(across the first and second decades, from early 2000 to 2020) which has been chosen to highlight 

experiences pre and post the significant changes in information and communication technologies, 

from the introduction of Facebook in 2004, to YouTube (2005), Twitter (2006), Apple iPhone (2007), 

and Instagram (2010). 

The continued significance of using the mediatisation approach from a historical perspective 

in current media research is evident in the recent work of Couldry and Hepp (2017) and Hepp (2020, 

2021). Following the lead of Fornas (2014), Couldry and Hepp’s (2017, pp. 34, 7, 141) view of the 

long history of mediatisation is characterised by three “successive and overlapping waves” of modes 

of communication technologies  of mediatisation—mechanisation, electrification, and digitalisation 

(including datafication). Couldry and Hepp refer to the current period as “deep mediatisation” 

because they believe all domains of society and social processes are more embedded and saturated 

by digital media than ever before (Hepp, 2021, p. 215). Endorsing Couldry and Hepp’s view of 

mediatisation, Perusko (2017, p. 60), investigates mediatisation in the current wave of digitalisation 

in deep mediatisation.  

In addition to Livingstone and Lunt’s crucial characteristics to “count” as a study of 

mediatisation, Meyen, Thieroff and Strenger’s (2014, p. 276) research on the mediatisation of 

politics outlines two problems that they believe need to be solved to “provide proof” of 

mediatisation; how and where do actors (in the political system) adapt to mass media logic and how 

can it be measured; and what is meant by (mass) media logic? The question of what is media logic 
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is important because it “became the main reference point for the institutionalist tradition of 

mediatisation research” (Couldry & Hepp, 2013, p. 7). It is worth noting that the concept of 

“networked media logic” is now being used by some scholars as a way of complementing, rather 

than replacing, traditional media logic to account for changes in communication forms and 

processes: “Recent works on media logic make an effort to update this concept by noticing that 

traditional media have a different logic than social media platforms, especially by following different 

ways of producing content or distributing information” (Nowak-Teter, 2019, pp. 2–3). 

2.3.4 Media Logic 

The introduction of the term “media logic” has been attributed to Altheide and Snow (1979, 

p. 10) and given its significance to mediatisation research, it is relevant to outline their definition: 

“Media logic consists of a form of communication; the process through which media present and 

transmit information. Elements of this format include the various media and the formats used by 

these media.” 

This definition considers media as organisations and media technologies that are part of a 

process that “eventually shape and frame media content” (Mazzoleni, 2008, p. 2931). Stromback’s 

(2008, p. 233) less abstract definition takes media logic to mean the “dominance in societal 

processes of the news values and the storytelling techniques the media use to take advantage of 

their own media and its format, and to be competitive in the ongoing struggle to capture people’s 

attention.” Media logic is considered so ingrained in everyday life that it is taken for granted and 

considered normal and “often not questioned but seen as representative rules or implicitness” 

(Brandli et al., 2011, pp. 3–4). 

The concept of media logic has been widely debated because of concerns with using a single 

media logic “to explain the range of general effects to which mediatisation theorists claim to point” 

(Couldry, 2012, p. 16). There are almost no measurable indicators (Donges & Jarren, 2014, p. 184) 

and there are many differentiations within media logic, according to the various media types. 

Lundby (2009, p. 17) states it is “not viable” to speak of an overall media logic, while Hjarvard (2008) 

highlights the uncertainty that observed media influences can be attributed to media logic alone. 

Among those to incorporate media logic in their approach to mediatisation research are 

Stromback (2008), who proposes a concept that distinguishes four phases of mediatisation that are 
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governed by either political or media logic. His focus is on the mediatisation of politics as a “dynamic 

process that allows variations across time and countries” (Stromback, 2008, p. 235), so while the 

four phases are intercorrelated, the process “must not be linear or unidirectional across the four 

dimensions” (Stromback, 2008, p. 234). The phases are considered to occur when: (1) Media are the 

most important or dominant source of information and communication channel; (2) Media 

autonomy has increased from the first phase and the organisation is starting to be governed by 

media logic rather than political logic; (3) Independence of the media has increased and actors adapt 

to the media; and (4) Media are as independent as possible; media content is governed by media 

logic; organisations and actors not only adapt to media logic, but adopt the media logic, without 

distinguishing between the two (Stromback, 2008, pp. 239–240). 

Stromback’s concept was used in a study by Salomonsen, Frandsen and Johansen (2016) 

investigating the involvement of civil servants in strategic communication in government 

organisations in Denmark. It focuses on two of the phases from the perspective of media awareness 

and media pressure. This approach supports the use of mediatisation in this thesis as a theoretical 

concept for exploring the roles of sport media managers, given its micro-level focus on practitioners 

(civil servants in government organisations) involved in strategic communication. 

Meyen et al. (2014, p. 273) believe Stromback’s approach is helpful for comparisons over 

time and space, but they offer a theoretical framework for mediatisation where it is “conceptualized 

as second-order long-term mass media effects exclusively” (Meyen et al., 2014, p. 273) based on 

the approach of agent-structure dynamics developed by German sociologist Schimank (1988, 2010). 

In simple terms this approach is based on the notion that media logic is taken for granted as existing, 

so mediatisation is a study of the reactions in other social systems. This concept aligns with the 

approach by Donges and Jarren (2014, p. 188), whereby “mediatisation of politics at an 

organisational level may be defined as a reaction of political organisations”. 

Birkner and Nolleke (2015, p. 368) refer to this notion in their approach to mediatisation, 

defined as a concept that assumes social fields “accommodate to the media logic in order to gain 

profit for their own purposes”. They translate this notion in the context of sport to imply “sport 

organisations and athletes react to the increasing significance of media by adapting to the principles 

of the media logic to improve the prospects for sporting success”. This proposed model of the 

mediatisation of sport makes basic assumptions about sport as a social system looking to achieve 
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success (related to financial aspects) through accommodating the logic of the media to increase 

public awareness through media coverage. It is also based on the crucial prerequisite that there is a 

belief or perception in sport that media have this influence, known as the “Influence of Presumed 

Media Influence”, as well as the anticipation of media logic (Birkner & Nolleke, 2015, pp. 369–370). 

There are also alternative theories and approaches that have been developed to overcome 

the challenges presented by the concept of media logic. Frandsen (2015, p. 10) uses institutional 

logic instead of media logic “to stress that we are dealing with a variety of different media and a 

mutual symbiotic relationship between sports organisations and other institutions” (Frandsen, 

2015, p. 10). Institutional logics are a “cultural order” for domains with “their own entrenched 

governance regimes, rules and norms, resources and expertise” (Livingstone & Lunt, 2014, p. 706). 

Following the Livingstone & Lunt (2014) concept, Skey et al. (2017, pp 1–5) proposed a “bottom-up 

perspective”, coming from a social/ constructivist/ interactionist approach to best using 

mediatisation to understand a “particular social domain”—the domain of association football 

(soccer). They describe their approach as a “medium-level concept” used to explore the 

“interactions and understandings of individuals in localised social settings”. 

Couldry offers “media meta-capital”, another alternative to logic to explain how and where 

mediatisation has its effects by adopting a field theory approach based on the work of French 

sociologist Pierre Bourdieu. Fields are understood to be “social spaces with specific logics or 

demands that differ from the conditions and sets of rules of other fields” (Bourdieu, 2000, p. 99), 

which suggests the universe consists of a wide range of relatively independent fields, also described 

as systems or institutions by other scholars. To explain interrelations between these fields and to 

gain an understanding of how the media impacts on a large range of fields, Couldry (2003, p. 3) 

extends Bourdieu’s field theory and the research on his concept of the state’s meta-capital over all 

fields. The idea of “media meta-capital”, which works across fields, is important in helping to 

overcome the problem with media logic and traditional field theory to explain how media can 

impact on fields, systems, or institutions with their own logics. The notion of “media capital” was 

introduced by Champagne “to capture people’s relative ability to influence journalistic events” 

(cited in Couldry, 2012, p. 139) and it is used “in the media field or in the field where the agent in 

question primarily acts”. This concept is explored further in the next section of the literature review. 

This section has reviewed wide-ranging literature on mediatisation and shows that research 
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in this area, across a broad range of fields, is still in the early stages and there is much to be explored. 

There appears to be enough uncertainty among those who have used it recently to continue to 

explore the concept with an open agenda, in particular of interest in this thesis to the field of sport 

and more specifically in Australia, with mediatisation research primarily occurring in the United 

States, United Kingdom and Europe. Those (in Europe) who have drawn on the concept of 

mediatisation in their research  (Birkner & Nolleke, 2015; Borges, 2018; Frandsen 2013, 2015), have 

found it to be  in studies on sport communication. The concept has also been used extensively in 

political research in the United States, United Kingdom and Europe, including mediatisation of 

politics (Stromback, 2008) and how media have changed communication roles in political 

organisations (Brandli et al., 2011; Donges & Jarren., 2014; Salomonsen et al., 2016). The next 

section expands on one of the alternative approaches offered by Couldry for mediatisation to be 

used in the context of sport communication research. 

2.3.5 Bourdieu’s Field Theory: An Alternative Approach to Mediatisation of Sport 

The literature review of mediatisation in the previous section offers a framework of concepts 

and languages to explain ways of understanding different approaches and logics, particularly in the 

context of sport. This section considers the alternative concept of Couldry (2012) and Hjarvard 

(2013), who draw on a field theory approach based on the work of Bourdieu (1993) to “elaborate 

how and where mediatisation has its effects” (Livingstone & Lunt, 2014, p. 707). Willig et al. (2015) 

argue that while few have developed a Bourdieusian approach to mediatisation, studies of new 

media practices particularly could benefit from it, and they encourage media scholars to embark on 

additional studies within a field theory framework: “Bourdieusian theories of doxa and fields can 

make valuable contributions to a critical perspective on mediatisation, one that moves beyond the 

divides between institutionalist, social-constructivist, and materialist understandings” (Willig et al., 

2015, p. 7). 

Hjarvard uses Bourdieu’s field theory to understand interactions between institutions, such 

as art and media, explaining that the field of arts is dependent on the media as a field since “media 

exposure is the key to publicity and fame, which may be converted to other forms of value on the 

art market” (Hjarvard, 2008). The same could be said of the institution of sport. Therefore, 

Hjarvard’s approach, which underlines the importance of looking beyond media logic for making 

sense of mediatisation, could be applied to understanding interactions between sport and media. 
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Couldry’s efforts and his concept of media meta-capital are given as an example of how work 

has been done to “develop field theory into a more comprehensive and nuanced media theory” 

(Willig et al., 2015, p. 2). An adaptation of field theory could provide a useful theoretical lens for this 

study and, in particular, for Couldry’s application of a “flexible and critical” use of Pierre Bourdieu’s 

“field theory” to “make more detailed sense of the idea that contemporary societies are 

‘mediatised’” (Couldry, 2012, p. 155). This view is supported by Bourdieu and Wacquant’s (1992, p. 

2) explanation of the sociology of Pierre Bourdieu, which “implies that social actors struggle and 

compete to position themselves in fields with the help of different forms of symbolic and material 

resources (capital)”. 

Couldry prefers not to relate mediatisation to a single logic and turns to Krotz for a solution 

as he “sees mediatisation not as a specific process but as a ‘meta-process’ that is grounded in the 

modification of communication as the basic practice of how people construct the social and cultural 

world” (Couldry 2012, p. 136). He adopts the concept of meta-capital developed by Bourdieu in his 

late work on the state and returns to the wider framework of symbolic system and symbolic power 

that was important in Bourdieu’s social theory before it became dominated by field theory (Couldry, 

2012, p. 2). This concept provides a “useful analogy to, although not a direct explanation for, the 

way media institutions impact on an increasingly large range of other fields” (Couldry, 2012, p. 3), 

with a belief that mediatisation operates “transversally, not so much within a single field but, 

instead, across all fields” (Livingstone & Lunt, 2014, p. 714). 

Media, it is proposed, have meta-capital over the rules of play and the definition of capital (especially 

symbolic capital), that operate within a wide range of contemporary fields of production and this 

level of explanation needs to be added to specific accounts of the detailed workings of the media 

field. (Couldry, 2012, p. 2) 

Champagne (cited in Couldry, 2012, p. 139) used the concept of media capital in his analysis 

of the political field and Couldry applies it to the fields of politics, education, religion and art 

(Couldry, 2012, p. 143). The concept sits equally well in the field of sport. Couldry (2012, pp. 141–

149) highlights many examples where symbolic capital has impacted on the field of politics in ways 

to which senior media managers in Australian professional sporting codes could relate to: ways in 

which their role has been transformed—increasingly dealing with issues around scandal, celebrity, 

spectacle, and representations in the media motivated by a desire to increase “media capital” as 

digital media “broadens the stage on which politics is played out”. 
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Couldry speculates that, in the long term, “media capital might emerge in its own right as a 

new ‘fundamental species of capital’ that works as a ‘trump card’ in all fields—just as economic 

capital is” (Couldry, 2003, p. 29). Muktiyo (2011, p. 1D) further explains the value of capital to 

professional public relations officers who are “required to have a symbolic power that is the mastery 

of language symbols in forming their image and reputation as well as those of the organisation they 

represent. The more capitals they master, the higher the reputation will be”. The notion that “media 

capital” is already in play—to some degree—and contributing to some of the challenges being faced 

by senior media managers working in Australian professional sporting organisations in the current 

age of digital mediatisation, is explored in this thesis. 

Couldry’s adaptation of Bourdieu’s field theory in terms of his work on symbolic power is not 

only relevant to studying mediatisation, but it is also closely related to public relations study and 

practice. Given that this thesis considers the perspective of senior media managers in their everyday 

communication practice and media-sport interactions, this concept provides a useful approach 

during the analysis of interview data. 

This section provided a review of mediatisation literature, including definitions and 

characteristics, to establish a working definition and approaches for using the concept of 

mediatisation to gain valuable insights into communication practice in professional sporting 

organisations in Australia. The final stage of the literature review in this research portfolio  also 

encompassed an examination of sport communication research and the methodology and methods 

of a range of research in this domain; as well as exploring studies relating to the role of sport 

communication professionals.  

This literature review identifies a gap in sport communication research, in the particular area of 

interest for this thesis, which explores the influence of digital mediatisation on the communication 

practices of professional sporting organisations in Australia and has a specific micro focus, studying 

also the everyday media-sport interactions of senior media managers. The review helped to inform 

the research questions for this study as well as helping to determine the research methodology, 

which is outlined in Chapter 3.  
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2.4 Research Questions 

Building upon the existing literature and the researcher’s own professional positioning, this 

thesis answers the research question: How is digital mediatisation influencing the communication 

practices of professional sporting organisations in Australia? This section outlines the research 

questions that will guide this study, by exploring mediatisation through the multilevel structured 

framework modelled on Donges’ three central dimensions: perception, structure, and practice 

[replacing behaviour] (Donges & Jarren, 2014). The researcher has introduced the term ‘practice’ in 

place of behaviour because it is a term that fits better with the specific focus of this study and is 

more commonly used in the sport communication research discipline and by participants in this 

study to describe their roles and actions in day-to-day sport media communication management: 

RQ1: How do professional sporting organisations perceive the importance and influence of 

the media today in their everyday operations and communication? – Dimension of perception. In 

this question the researcher is looking to understand the actual importance sporting organisations 

and senior media managers attribute to media today—especially in relation to digital and social 

media. Participants were asked to reflect on changes over the past eight to 10 years, and to discuss 

their perceptions of a range of issues including the opportunities and challenges of media today; the 

media-sport hierarchy; the importance of the role of the media manager, media relationships and 

media in general; measuring media success; and ethical concerns. While not making an analysis over 

time, the researcher “has to contend with the perceived increase of the media” (Brandli et al., 2011), 

based on an analysis of the responses relating to perceived changes in their experiences now 

compared with eight to 10 years ago. 

RQ2: How are professional sporting organisations changing to address the pressures and 

opportunities afforded by digital mediatisation? – Dimension of structure. Following on from RQ1, 

the researcher is looking to understand how sporting organisations have reacted to an awareness 

of the increased importance of digital media and communication. The researcher addresses this 

issue through this question by asking participants to describe any changes in the role of the senior 

media manager over the past eight to 10 years compared with their role today, in particular in 

relation to the positioning of the role in the organisational structure and the line of reporting. 

Participants were also asked to describe their current staffing resources and any changes they had 

experienced over time in relation to staff, time and money devoted to digital media and 
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communication, as well as the role of external resources. 

RQ3: What techniques are professional sporting organisations using to interact with 

stakeholders and manage communication? – Dimension of practice. To address this question, the 

researcher asked participants to identify what communication practices were being used by media 

managers to understand if digitisation had changed, increased and/or diversified communication 

output. Participants were asked which techniques were more effective for which audiences and if 

interactions, particularly through owned content and channels, were driven by engagement and/or 

commercial purposes. 
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Chapter 3: Methodology 

This chapter describes the methodology used to conduct this thesis research. It outlines the 

study’s methodology, detailing the approach that was used and the reasons it was chosen for this 

project. The chapter also describes the research paradigm, nature and design of the study, sampling 

strategy, interview procedures, data collection and analysis, and methodology limitations/ 

delimitations. Before beginning research, the Charles Sturt University Human Research Ethics 

Committee (HREC) approved the project via submission of the National Ethics Application Form 

(NEAF). The approval number for the study, confirmed on 2 March 2017 by HREC, is H17023. 

3.1 Research Paradigm 

This section outlines the paradigmatic choices and orientations selected which helped 

determine the methodology and methods to be adopted and guided all other decisions throughout 

the research process. 

The purpose of this study was to improve the understanding of ways digital mediatisation is 

changing the nature of media-sport interactions and communication practices in professional sport 

in Australia, by exploring the lifeworlds of both organisations and individuals. It is particularly 

interested in how the role of the sport communication professional has been transformed. To 

achieve this goal, a qualitative approach was taken which relied on in-depth semi-structured 

interviews with sport leaders and senior media managers to answer the research questions. 

Qualitative research “seeks descriptive data from the research participants” (Hesse-Biber & Leavy, 

2006, p. 7) and is focused on finding meaning in social phenomena (Moritz, 2014, p. 61). It seeks to 

“find deeper patterns of social meaning, to explore how people and groups define and understand 

their worlds” (Cresswell, 2009). 

The research questions that guided this study, as framed by Donges’ dimensions of 

perception, structure and practice, required a deep understanding of the day-to-day practice 

through the lived experiences of those working in the organisations. While other mediatisation 

studies (Brandli et al., 2011; Frandsen 2015, 2020), have an organisational focus, this study’s interest 

was at both the micro level, focusing on the individual, as well as the meso level (organisation focus). 

The exploratory research questions for this thesis lent themselves to a qualitative study 

which applied the interpretivist paradigm and a phenomenological approach. Like Gibbs et al. 



67 

 

(2013), the researcher’s preference was to apply a phenomenological approach to this study where 

“insights are extracted from the lived experiences of the people involved in the phenomenon that 

is being researched” (Goulding, 2005). Gibbs (2013, pp. 116–117) found that the phenomenological 

approach and an analysis of lived experiences had been effectively used in different public relations 

and sports-related studies. The interpretivist paradigm is particularly relevant to the 

phenomenological approach given the decision to focus on the unique insights of those working in 

the industry as well as the researcher’s insider perspective. 

… interpretivist researchers take the stance of the emic or insider perspective, which means to study 

the social reality from the perspective of the people themselves. Here, the experiences and values of 

both research participants and researchers substantially influence the collection of data and its 

analysis. (Mackenzie & Knipe, 2006, pp. 4–5) 

Qualitative methods of data collection are predominantly used in this type of research, with in-

depth semi-structured interviews one of the main methods for the collection of primary data. Given 

the need to gain a deep understanding of how sport communication professionals conduct their 

everyday practice, this was the primary source of data collection. The decision was spurred by 

Wahyuni’s observation that “the main feature of an interview is to facilitate the interviewees to 

share their perspectives, stories and experience regarding a particular social phenomenon being 

observed by the interviewer” (Wahyuni, 2012, p. 73). This method is ideally suited to generating the 

data required for an interpretivist approach. A guide to develop the interview questions and 

procedures for the use of the in-depth semi-structured qualitative interview is provided by Rubin 

and Rubin’s (2005) “responsive interviewing” model. The model is “heavily underpinned by the 

interpretive research philosophy” which “emphasises the importance of keeping the research 

design and questioning flexible and adaptive in order to facilitate new information to emerge or to 

adapt to an unexpected direction” (Wahyuni, 2012, p. 74). Responsive interviewing “concentrates 

on obtaining a deep understanding, rather than breadth, about the investigated topic” (Rubin & 

Rubin, 2005, p. 20) and is suited to exploring this study’s research questions. The use of in-depth 

semi-structured interviews is a common approach in sport communication and media studies 

(Borges, 2018; Frandsen, 2015; Gibbs, 2013; Moritz, 2014; Sanchez, 2013; Sears, 2011; Sherwood & 

Nicholson, 2017; Sherwood et al., 2016 ). 
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3.2 Nature and Design of the Study: Framework 

Qualitative methods of data collection were predominantly used in this study, with 27 in-

depth semi-structured interviews the main method for the collection of primary data, given the 

need to gain a deep understanding of thinking and associations in a domain that is largely 

unexplored. This program of study was carried out in three stages, outlined below, using a multi-

level structured theoretical framework based on the Donges’ modelling (2008) of mediatisation of 

organisations, across three dimensions that were explored in perception, structure, and practice. 

These dimensions aligned with the three research questions. Two stages of responsive interviews 

were conducted with sport leaders, which included Chief Executive Officers and other senior 

executives (EX), and senior media managers (MMs) from the elite professional sports codes in 

Australia. Stage three brought together these different perspectives, which were interpreted 

through the researcher’s own experiences and insider perspective. Like triangulation, which aims to 

“enhance the robustness of findings” (Wahyuni, 2012, p. 73), this three-stage process helps to 

provide a broader and clearer understanding of the implications of digital mediatisation and other 

contributors to the transformation of the sport media manager’s role. 

Stage 1: The researcher conducted 14 in-depth semi-structured interviews with senior 

media managers from Australia’s seven elite professional sporting organisations, which for this 

study included seven professional sport leagues (NLT) and their governing bodies (NSO). 

Stage 2: The researcher conducted 13 of 14 targeted in-depth semi-structured interviews 

with sport leaders (including CEOs and other senior executives) from the same organisations (NSOs 

and NLTs) involved in Stage 1 interviews. One of the targeted 14 interviews could not be conducted 

because the CEO stood down during the interview period and the replacement began at a time of 

turmoil, so was unable to participate. The organisation’s senior media manager was interviewed in 

Stage 1 and he occupied a role in the organisation’s senior executive, and so was able to contribute 

with both an organisational and individual perspective. 

Stage 3: This stage brought together the findings of Stages 1 and 2 and the different 

perspectives were interpreted through the researcher’s experiences and insider perspective to help 

refine and answer the three research questions. The analysis resulted in eight findings for discussion 

and a conclusion which has provided a thesis with a unique insight into the practices of Australia’s 

leading sporting organisations and senior media managers. 
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It should be noted that some Stage 2 interviews were held before Stage 1 interviews, 

because of the availability of participants in Stages 1 and 2. Also, the initial plan had been to 

interview the sport leaders first. The researcher wanted to explore their perceptions of the value 

and importance of digital media and communication practices, in particular their perception of the 

role and importance of the media manager and if it had changed. The interviews with media 

managers were to have followed to explore if their views of their role aligned with the view of the 

organisation. However, the researcher found the order of the interviews did not impact on the data 

being collected, but it enhanced the opportunity to secure some sport leaders by interviewing the 

media managers first. 

3.3 Sampling Strategy 

A non-probability sampling strategy was employed using purposive sampling, because of the 

specific focus of this study. A non-probability strategy allows the researcher to select participants 

based on the researcher’s professional judgment and suitability to the “timescale” criteria of the 

study. Research over a specified timescale is an important feature of mediatisation studies. The non-

probability sampling method also has the advantages of “convenience and providing insight”, 

although statistically it “does not permit generalisations to a wider population” (Treadwell, 2011, p. 

109). The researcher’s insider perspective made this an ideal method. Her extensive network of 

contacts in the sporting industry was a convenience that reduced the time taken to find participants 

who fit the study criteria and it also provided the opportunity for unique access to, and insights 

from, industry leaders in Australian sport. 

Purposive sampling is a non-probability sampling method, also known as judgmental or 

selective sampling, which occurs when the researcher selects specific participants based on a set of 

criteria particular to the study. While purposive sampling could be seen to be open to researcher 

bias, unlike probability sampling, “all sampling ultimately is based on judgments by the researcher 

and as a result has an inbuilt bias” (Treadwell, 2011, p. 112). The purposive sampling method is 

considered an ideal choice for a research approach with a very specific, defined field. 

The initial sample framework for this investigation was designed to draw from the 

population of full-time communication professionals and leading administrators working in 

professional sport in Australia in 2017–18. Participants were senior media managers (MM) and sport 

leaders, including Chief Executive Officers and senior executives (EX), from the elite professional 
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sporting organisations, which for this study included the leading professional sport leagues (NLT) 

and their governing bodies (NSO). For the purpose of this study, the senior media managers, who 

all had a variety of different job titles, were identified as the most senior full-time paid 

communication staff member charged with managing the organisation’s communication strategy. 

The sport leaders for this study were identified as the CEO, the most senior full-time staff paid 

member tasked with managing the organisation and driving the strategic plan and answerable to 

the Board. Where a CEO was unavailable, a senior executive, such as a Chief Commercial Officer or 

Chief Operating Officer, substituted. The sport leaders were deemed to be the most qualified to 

provide an informed and accurate organisational perspective, while the senior media managers 

could provide the perspective of the sport communication professional working hands-on in the 

field of study. 

While a wide range of organised sports is played in Australia, with the Australian Sports 

Commission’s Australian Sports Directory listing 86 recognised national sporting organisations 

(NSOs), this study’s focus was specifically on professional sporting organisations in Australia, also 

described as elite or high-performance sports. The use of the Australian Sports Commission (now 

Sport Australia), the federal government body responsible for sport in Australia, to aid in defining 

which sporting organisations qualify for the initial sample is a method also used by Sherwood et al. 

(2016) and Sherwood and Nicholson (2017). Only seven of the 86 national sporting organisations in 

Australia qualified as professional sports for this study’s definition, which aligned with the Australian 

Sports Commission’s (2017, pp 38–39) classification of commercial team sports. This data further 

differentiated them and classified them into three tiers based on differences in their level of 

commercialisation and television coverage (which is outlined in Figure 1). The researcher compiled 

the information for Figure 1 on each of the NSOs and their professional competitions from their 

official websites, to provide a snapshot of the key differences between these sporting organisations. 

These differences are important to note when reviewing the findings for the dimensions of 

perception, structure and practice that were explored in this thesis and presented in Chapters 4, 5, 

and 6. The use of two different types of organisations (NSOs and NLTs) was designed to provide 

insights into the different relationships that exist between them, as well as their different 

perspectives and responsibilities,  and how that impacts on communication practices and media-

sport relationships.  
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The combined total of teams representing these seven sports in Australia’s elite national 

league competitions was 139. This gave the researcher a potential sample pool of 139 senior media 

managers and 139 CEOs, with at least the same number again of senior executives if the CEO was 

unavailable, from which to choose the NLT representatives to be interviewed. The sample pool for 

the governing sporting organisations (NSO) was restricted to only seven media managers and seven 

CEOs (and senior executives) because only seven sports qualified as professional sporting 

organisations for this study. 
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Figure 1 

Classification of Tiers of Sports 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Note: The data for this figure was sourced by the researcher from participants during the interview 

process. 
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From this point, the researcher used three criteria to select the interview participant sample: 

(1) the experience of the participants (a minimum of eight to 10 years in the media-sport industry); 

(2) even numbers of sport/ personnel representation (each sport represented at NSO and NLT level), 

and each sport to be represented by both a media manager (MM) and sport leader (EX); and (3) 

geographical location to ensure a nationally representative sample. It should be noted that social 

variables such as gender, ethnicity, race, class and age were not considered as key criteria because 

of the small sample size and the need for anonymity of the participants, as well as being beyond the 

scope and lens of this study. However, the researcher was mindful of the need for female 

representation in the sample which reflected female numbers in the roles. The inclusion of 

geographical location as one of three criteria was designed to reflect and capture the varying media 

experiences from state to state, including different experiences for the same sport in different 

states. 

The structure of the purposive, non-probability sampling method was beneficial at this stage. 

While other studies (Frandsen, 2015; Sherwood & Nicholson, 2017; Sherwood et al., 2016;) used 

surveys of a broad sample pool that were later narrowed down to a smaller sample for the purpose 

of in-depth semi-structured interviews, the researcher’s insider knowledge allowed the advantages 

of ‘convenience and insight’, by being able to reduce the pool in a timely manner through a network 

of contacts. The sample size was flexible at this stage and the sample frame was very strong based 

on the researcher’s contacts in the sport industry from more than 30 years of experience working 

across the media-sport nexus.  

The first step in the sampling process was to determine eligibility in terms of experience. To 

ensure that participants had sufficient experience of mediatisation in the media-sport relationship, 

it was determined they should have worked in the media-sport industry for at least eight to 10 years. 

At the commencement of the sampling process, this meant that a participant was eligible if they 

had commenced work in the industry since 2007 or prior. A person with only two-three years in the 

industry “lacks the historical perspective needed to explain” (Gibbs & Haynes, 2013, p. 397) ways in 

which digital media have changed the nature of media-sport interactions. A combination of the 

researcher’s personal network knowledge of participant backgrounds, as well as phone calls and 

email to key contacts and research on the professional social network LinkedIn narrowed the list, 

which was then subjected to a second criterion. 



74 

 

The researcher wanted to have a media manager and sport leader from the same 

organisation, with both having the minimum experience satisfying the timescale requirement. The 

purpose of having the two representatives from the same organisation was to compare the 

responses, with the view of the sport leader representing the organisation (meso level) compared 

with the view of the media manager (micro level) representing the individual sport communicator. 

In the case of the dimension of perception for example, this allowed the researcher to establish if 

the organisation’s view of sport communication aligned with that of the person responsible for the 

everyday practice and media-sport interactions. 

This approach narrowed the list even further ahead of applying the third and final criterion, 

which was to get the broadest national representation of sporting organisations across Australia as 

possible, while still satisfying the first two criteria and ensuring all sports were represented, if 

possible, at both NSO and NLT level. The majority of NSOs are based in Sydney and Melbourne and 

most NLTs are on the eastern seaboard of Australia, with the Northern Territory having no NSOs or 

NLTs and Tasmania only one NLT at the time of this research. Therefore, the sample is representative 

insofar as participants are selected from NSOs and NLTs in Queensland, New South Wales, Australian 

Capital Territory, Victoria, South Australia and Western Australia, who all have at least three NLTs. 

The first two rounds of sampling revealed that all media managers and sport leaders satisfied both 

criteria, so the researcher determined that the ideal sample for this thesis would consist of 28 

interview participants—seven media managers and seven sport leaders from the seven NSOs, along 

with seven media managers and seven sport leaders from seven NLT representing each of the NSOs. 

What this meant was that alongside the governing body of the National Rugby League (NRL) would 

be an NRL team (such as Canberra Raiders or Brisbane Broncos), and along with the Australian 

Football League (AFL) would be an AFL team (such as Melbourne Demons or Hawthorn Hawks), 

thereby demonstrating the depth of the sample within sports and breadth across the sporting 

landscape. 

A long target list was developed, in case some participants were not available or interested 

in participating. Recruitment involved establishing initial contact by email, followed by phone calls, 

outlining the study and requesting their participation. This occurred via the researcher’s key media 

department contacts and, in some cases, contacts were gained through a general online search. The 

confirmation process and locking in dates for interviews took place over several weeks in 2017. The 

initial plan had been to interview participants in two separate stages—the sport leaders first, 
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followed by the media managers. It became apparent that the researcher needed to conduct 

interviews with the media managers first, who could then explain the procedure to their CEOs/ 

senior executives. This was the case primarily with the sport leaders who did not know the 

researcher. They did not have any hesitancy once the media managers had completed the interview. 

A final sample size of 28 participants was confirmed, but one participant (a CEO) lost their job before 

the interview took place and they could not be replaced, because of the length of time it took for 

the sporting organisation to replace them. 

A total of 27 Interviews was conducted with 14 senior media managers (MM), and 13 sport 

leaders, including CEOs/senior executives (EX). The interviewees were from 14 sporting 

organisations, including seven national sporting organisations/ governing bodies (NSO) and seven 

sporting organisations competing in professional national league (NLT). The seven NSOs were based 

in only two states, New South Wales (in Sydney) and Victoria (in Melbourne). The professional 

league teams/organisations (NLT) that participated in this study represented five states and the 

Australian Capital Territory (refer Figure 2 and Table 1) to provide the desired national perspective. 

The researcher created Figure 2 for a visual representation of the geographic locations of the 

organisations involved in this thesis. 
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Figure 2: Geographic Demographics 

Organisation Locations by State 

 

 

 

 

 

 

 

 

 

 

 

 

Table 1 

Breakdown of Organisation Locations by State 
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3.4 Interview Procedures 

Qualitative interviews were the main method of data collection and therefore it was 

important for the procedure to be well thought out, researched, and planned. Interviews took place 

between 31 May 2017 and 15 February 2018. When possible, the interviews were conducted in 

person, but where time, cost and the geographic location (refer Figure 2) made an in-person 

interview impossible, they were conducted by phone. The researcher recorded all interviews, via 

the Voice Record app on Apple iPhone or iPad, and the recordings were saved and kept on file 

(storage cloud). All interviews were also transcribed and printed copies of the transcribed interviews 

have been stored, with all data to be saved for a minimum of five years once the project is 

completed. Participants were assured of anonymity to encourage more candour and openness and 

to limit or eliminate any prospective participant harms. They are referred to as MM (senior media 

manager) or EX (sport leader including CEO or senior executive), together with a number which 

indicated the order in which they were interviewed. For example, MM01 refers to the study’s first 

interview, which was conducted with a senior media manager; while EX02, refers to the second 

interview conducted and the interviewee was a sport leader. Further to this, in some instances, 

quotes are attributed as (MM*) or (EX*) to protect the anonymity of the participants. 

Since this study involved human participants, ethics approval was required before beginning 

any interviews for the research. Ethics approval was finalised via submission of the National Ethics 

Application Form (NEAF) to the Charles Sturt University Human Research Ethics Committee (HREC). 

For the duration of the research process, this project required annual approval from the HREC. It 

was approved and managed under protocol number H17023. This approval is required to protect 

the participants from any potential negative impacts from participating in the study and to ensure 

ethical protocols are observed. All participants were provided with an official letter (refer Appendix 

B) outlining the purposes of the study and asked to complete an informed consent form, prior to 

the interview. For those interviews conducted in person, participants were asked to sign the consent 

form in front of the researcher before beginning the interview. For the phone interviews, 

participants were asked to sign and return a scanned copy via email to provide informed consent 

before participating in the interview. 

The interviews were semi-structured, allowing for more flexibility, but the researcher also 

had a set of predetermined questions. An interview guide (refer Appendix B) was developed and 
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used for each interview and featured an interview table outlining the themes to explore, questions 

to ask and prompting questions. The flow of questions followed the three dimensions framework, 

with the first stage of questioning related to the dimension of perception, followed by questions 

relating to structure and questions about practice. The interviews opened with general demographic 

questions about the participant’s work experience and education. Samples of interview tables were 

submitted to the HREC for approval prior to the research beginning. A pilot of the interview protocol 

was conducted on a trip to the US with an in-person interview with a communication representative 

from the National Basketball Association (NBA) in New York and a phone interview with a San 

Francisco 49ers National Football League (NFL) communication staff member while in San Francisco. 

The data were transcribed and retained for potential future use. 

For this study, the preferred method of face-to-face interviews were conducted in natural or 

neutral environments in a participant-as-observer role to facilitate an atmosphere in which the 

participants felt comfortable to speak openly and freely to get the deep insights needed to address 

the research questions. To facilitate this approach, these qualitative interviews followed the Rubin 

and Rubin responsive interviewing model (Rubin & Rubin, 2005), which is aided by the open-ended 

nature of the questions in this study, allowing the interview to respond or follow up on the 

participant’s responses. Responsive interviewing aims at solid, deep understanding and “is intended 

to communicate that qualitative interviewing is a dynamic and iterative process … qualitative 

research is not simply learning about a topic, but also learning what is important  to those being 

studied” (Rubin & Rubin, 2005, p. 15). Given the in-depth semi-structured interview format, 

participants were advised that interviews could take between 45 and 90 minutes.  

As an insider researcher, which refers to “when researchers conduct research with 

populations of which they are also members” (Kanuha, 2000), the long-term ongoing concerns over 

potential interviewer bias were noted from the start of this Doctor of Communication study. 

However, the researcher was confident in her interviewing ability and awareness of the concerns. 

As a result, the researcher monitored her approach to ensure it was one that adopted the “pose of 

the listener in a way that parallels the language and manners of the interviewee and does not 

impose on or objectivise the person who is invited to speak” (Barbour & Schostak, 2005). At the 

same time, the researcher was also conscious of embracing and reflecting on her proximity to the 

field during both the interview and analysis stages. Being an inside researcher can also have 

significant benefits in the interview process. The insider status frequently leads to researchers 
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gaining “more rapid and more complete acceptance by their participants” which can lead to more 

openness from participants “so that there may be a greater depth to the data gathered” (Kanuha, 

2000). The richness and depth of data collected supports this. 

3.5 Participants 

This section provides an overview and quantitative data based on the demographics of the 

interviewees to provide context around the data and findings to be presented in Chapters 4, 5, and 

6. As noted, the researcher completed 27 in-depth semi-structured interviews between 31 May 

2017 and 15 February 2018, which covered a total of 1585 minutes (26 hours 41 minutes) of 

interviewing time. The shortest interview lasted 38mins56secs and the longest was 1hr55min36sec, 

with an average of almost one hour per interview. The researcher is based in Sydney, so it was not 

possible to conduct all interviews in person, primarily because of the geographic location of 

participants across Australia. The researcher took the opportunity while interstate for work to 

conduct some interviews in Melbourne and Brisbane. A total of 14 interviews (52%) was conducted 

face-to-face (one in Brisbane, three in Melbourne and 10 in Sydney) and 13 by phone. There was no 

noticeable difference in the quality of data and engagement with participants interviewed by phone 

than in-person, which was the preferred method. Table 2 details a summary of participant 

demographics. 
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Table 2 

Interview Participant Demographics Summary 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

*Note: Number of years of experience in sport and/or media industries/ studies as at 2017 at the 

time of the interview. 
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3.5.1 Gender and Age 

In relation to the participants, Figure 3 shows that 82% of the total participants interviewed 

were male; with 85.7% of media managers (MM) being male; and 77% of sport leaders (EX) being 

male. While the researcher was mindful of gender diversity in the sample, the participant 

demographics closely mirrors the gender representation in the industry. For example, currently in 

the NRL, only 6.25% of media managers are female. Figure 3 shows that the majority of media 

managers were aged 50-59 years, while the majority of sport leaders were aged 40-49 years.  

Figure 3 

Gender and Age Demographics 
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3.5.2 Education and Experience 

Almost all media managers working for NLTs had a university degree with 86% qualified 

(Figure 4), compared with 57% of media managers at NSOs having a university degree. The most 

common degree qualification for media managers from both NSOs and NLTs was in communication/ 

journalism, with 43% graduating in this interdisciplinary area. The media managers at both NLTs and 

NSOs had similar background experience (Figure 5), with 57% coming from a print media 

background into their roles in communication management at sporting organisations. Of the 43% 

without print media experience, 36% were from a marketing background and 7% from radio/ 

television. 

Figure 4 

Education Demographics  

 
Figure 5 

Background Experience Demographics 
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3.6 Data Collection and Analysis 

As a qualitative study grounded in the interpretivist paradigm and a phenomenological 

approach, primary data were collected from in-depth semi-structured interviews because of the 

unique insights this approach presented to an under-studied area of communication practice. This 

method of data collection also accounted for the insider perspective of the researcher. While 

acknowledging the value of the interpretivist approach to studying the “social reality from the 

perspective of the people themselves”, it also acknowledges that “the experiences and values of 

both research participants and researchers substantially influence the collection of data and its 

analysis” (Mackenzie & Knipe, 2006, pp. 4-5). 

3.6.1 Transcribing 

Following the conduct of the interviews, the initial step in qualitative data analysis involved 

transcribing of the 27 recorded interviews, which was checked against the recordings for accuracy. 

The transcribed data amounted to more than 233,000 words across 550 printed A4 pages and took 

several months. The transcribing process began immediately after the first interview. 

After each interview the researcher reflected on the interviews and made notes, including 

general observations, as well as a summary of the participant’s key views on the main focus points 

of the study in relation to the dimensions of perception, structure and practice, and other key 

observations. These observations were documented in an excel spreadsheet. The transcribed data 

were cleaned and formatted in a layout adapted from Saldana (2013, p. 17) as follows: I 

(Interviewer): [italics and square bracket]; P (participant): bold. Data were separated by line break 

whenever the topic appeared to change which prepared the transcript for the coding stage. 
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3.6.2 Coding 

The study’s research questions and aims guided the “translation process from raw data to 

findings” for interpretation and analysis using a coding method which “simply means labelling” to 

Wahyuni (2012, pp. 75–76), while Saldana (2016) attributes much greater significance to codes. He 

describes codes as capturing the “essence of the data … a research generated word or short phrase 

that symbolically assigns … attributes … specific meaning to each individual datum to detect 

patterns, categories and other analytic processes” (Saldana 2016, p. 292). 

The coding method chosen for this thesis was based on an adaptation of an approach in 

previous research (Sherwood & Nicholson, 2017) with a similar participant sample to this research—

Sherwood’s study involved 37 in-depth semi-structured interviews with media managers from 

professional sporting organisations in Australia. Sherwood and Nicholson (2017) applied a two-step 

process of coding, using methods set out by Saldana (2013), following analysis using In-vivo 

(Sherwood & Nicholson, 2017, p. 8). This thesis applies first and second rounds of coding, using 

Saldana (2013, 2016), with subsequent coding and analysis conducted by the researcher, guided by 

Donges’ three dimensions and mediatisation characteristics (Donges & Jarren, 2014). The computer 

based NVivo software was not used to assist with analysis. Instead, the researcher wanted to be as 

close to the data as possible, by being immersed in the data for the entire coding and analysis 

processes. Saldana offers several options and examples for coding to “reinforce the principle that 

coding is not a precise science; it is primarily an interpretative act” (Saldana, 2016, p. 217). 

Coding was applied to participant data and interview data. The participant data were 

collated into a table in an excel spreadsheet and included basic descriptive information and essential 

participant information for future reference, context for analysis and interpretation, which Saldana 

(2016, p. 291) referred to as attribute coding. 

With the interview data, the researcher followed Saldana’s advice for novices doing 

qualitative research, “coding anything and everything that was collected” (2013, p. 17). The data 

were subjected to first and second round cycles of coding. This process was started on the computer 

but proved difficult given the volume of data to analyse. All interviews were printed out, pages 

numbered and the process continued by ‘hand’, highlighting quotes and writing notes, so the 

researcher could be fully familiar with the data. This method is supported by Saldana (2016, p. 29), 

who recommends that: “for first-time or small-scale studies, code on hard-copy printouts first, not 
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via a computer monitor. There is something about manipulating qualitative data on paper and 

writing codes in pencil that gives you more control over and ownership of the work.” In addition, 

the researcher kept analytic memos of thoughts and ideas that arose while reading/ analysing data, 

a process Saldana (2013, pp. 41–42) refers to as a “brain dump”. An eclectic combination of In-vivo 

and descriptive coding was applied to the qualitative data (Saldana, 2013; 2016). These methods 

are considered appropriate for virtually all qualitative studies and particularly for beginner 

researchers (Saldana, 2016, p. 105). They were chosen for this study because In-vivo coding, also 

known as literal, verbatim or emic coding among various other labels, is particularly suited to studies 

that “prioritise and honour the participant’s voice” (Saldana 2016 p. 106), while descriptive coding, 

also known as topic coding (Saldana 2016, p. 102), is suited to coding a wide variety of data forms, 

including interview transcripts. 

The codes were then organised into major themes and concepts and recorded as first stage 

codes. The first interview produced 113 codes, followed by 62, 126, 98, and 87 across the next four 

interviews. It became obvious after first stage coding of just five of the 27 interviews that recurrent 

themes were emerging. This observation led the researcher to investigate the concept of saturation: 

“when no new information seems to emerge during coding, that is, when no new properties, 

dimensions, conditions, actions/ interactions, or consequences are seen in the data” (Strauss & 

Corbin, 1998, p. 136). Achieving saturation is described as one of the ultimate goals during 

continued qualitative data gathering and analysis (Saldana, 2013, p. 222). 

To determine the sample size for when saturation is achieved, the researcher referred to 

Hennink, Kaiser and Marconi (2017), who applied the concept to their study which examined 25 in-

depth interviews (which was similar to this study involving 27 interviews). Hennink et al. (2017, p. 

591) found that there were two key stages of saturation: firstly, code saturation, when researchers 

have “heard it all” (which they believed was after nine of 25 interviews have been coded); and 

secondly, meaning saturation, when researchers “understand it all” (16–24 interviews have been 

coded). Applying the meaning saturation strategy to this thesis, 16 of 27 interviews were subject to 

first stage coding which produced 968 sub-categories of codes. A second stage of coding applied to 

these sub-categories, reduced the number by 76% to 234 sub-categories.  
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3.6.3 Analysis 

Data analysis is an ongoing process, which can influence the direction of the research 

requiring the researcher to be flexible and open-minded. This process was highlighted in the use of 

the meaning saturation approach. The benefit of the sample size of 27 interviews allowed the 

researcher to reach saturation in data analysis and move to the next stage of analysis. 

Performing analysis on the data was a long process involving several rounds of searching 

deeply through the data, pulling it apart and reassembling it to bring together meaningful patterns 

and themes in order to draw inferences (Boeije 2010). Taking the lead from Saldana (2016, p. 218), 

the researcher used “code mapping” to condense and re-categorise the sub-categories of codes to 

themes. Code mapping is a “straightforward technique that gives you a condensed textual view of 

your study and potentially transforms your codes first into organised categories and then into 

higher-level concepts” (Saldana, 2016, p. 222). A useful simple strategy to transform data from 

codes to themes, involved adding the verbs: “is …; means …” after the phenomenon being 

investigated (Saldana 2016 p. 231). This helped to sort, organise, and make sense of the data and 

align it with the framework chosen for the study—the Donges’ dimensions of perception, structure, 

and practice. The questions were pertinent to these areas and the data were arranged into three 

sections, guided by the three research questions and the relative Donges’ dimensions as part of the 

process to sort and organise the data.  

Three rounds of cycling resulted in a succinct summary of the key themes and topics to guide 

interpretation and discussion of the study’s findings from the analysis of 27 interviews. These 

findings will be discussed in the next three chapters. 

3.7 Methodological Limitations 

This section documents the challenges experienced in conducting this research as well as 

potential limitations of the methodology, which are similar to other studies that use in-depth 

interviews, in particular - a large quantity of long interviews.  

Transcribing, coding and analysing almost 27 hours of interviews was labour-intensive and 

time-consuming, although the data and insights produced make for a valuable and unique 

contribution to the field. The selection of participants to ensure they met the all the criteria was 

challenging, in particular ensuring the MM and EX from the same sporting organisation both had a 
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minimum of eight to 10 years’ experience in the media-sport industry. In addition, selecting sporting 

organisations that were nationally representative proved difficult given the strong representation 

of professional sporting organisations in the eastern seaboard of Australia. Changes in personnel, 

with three CEOs leaving their roles during the interview process, was another challenge. 

3.8 Role of the Researcher 

The role of the researcher as an insider in this study has been well-documented, along with 

the acknowledgement of its potential limitations including loss of objectivity and bias. However, the 

researcher’s experience, knowledge and network of contacts influenced the calibre of the 

participants and the resulting collection of rich data, which may not have been achievable without 

the researcher’s extensive industry history. The data collected provide for unique insights as the 

insider researcher continues to play an important role in the next stage of this thesis, interpreting 

the data for the presentation of the findings in Chapters 4, 5 and 6. 

This thesis will now present the extensive findings from an analysis of the interview data 

from 27 in-depth interviews. The findings are presented in three chapters that align with the three 

research questions and the relevant Donges’ dimension of perception, structure and practice. 
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Chapter 4: Dimension of Perception 

The three central dimensions underpinning the theoretical framework (Brandli et al., 2011; 

Donges & Jarren, 2014) provided a multi-level structure (perception, structure, and practice) to 

explore how digital media is transforming communication practices in professional sporting 

organisations in Australia and the strategies used by these sporting bodies for managing 

communication. The three central dimensions are an important framework for investigating 

mediatisation approaches (Frandsen, 2013; 2015; 2020). Themes were generated by following first 

and second round cycling methods of coding and code mapping using Saldana’s (2013, 2016) 

strategies for qualitative researchers which were then categorised according to the three 

dimensions of Donges et al. (2014) and Brandli et al. (2011)—perception, structure, and practice. 

This chapter is focused on the dimension of perception, which requires an organisation to 

have “a certain mental orientation towards those elements of the outer world that are media” 

(Frandsen, 2020, p. 86). This description of perception refers to the level of awareness of media by 

people in the organisation [in this study, that is sport leaders and media managers in professional 

sporting organisations in Australia] and in the [communication practice] routines of the 

organisation.  

The dimension of perception is considered the first aspect of mediatisation (Donges & Jarren, 

2014) and studies identified “changes in perception of the environment; and orientation to other 

organisations” as characteristics of mediatisation on an organisational level, with possible indicators 

including “perception of a growing importance and relevance of mass media for the organisation; 

increase of media monitoring; and systematic observation of other parties” (Donges & Jarren, 2014, 

pp. 190–191). The assessment of the media and their role by organisation leaders and how 

organisations use media monitoring to organise their perception of the media are considered 

relevant indicators of mediatisation in the dimension of perception. They offer an explanation 

beyond the concept of the “influence of presumed media influence” (Birkner & Nolleke, 2015, pp. 

369–370) causing organisations to act a certain way if they presume a high level of media influence. 

The dimension of perception was applied in this study to address Research Question 1: “How 

do professional sporting organisations perceive the importance and influence of the media today in 

their everyday operations and communication?” The aim was to use senior media managers and 

sport leaders, who are involved in day-to-day communication management and practice, to 
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understand the organisation’s perception of the media landscape today, especially in relation to 

digital and social media.  

Participants were asked to reflect on media changes over the past eight to 10 years and to 

discuss their perceptions on a range of issues including opportunities and challenges, the media-

sport hierarchy, importance of the role of the media manager, media relationships and media in 

general, measuring success and ethical concerns. Responses are potentially key indicators of 

mediatisation in the dimension of perception. Establishing how and to what extent media 

awareness exists among the sport leaders and media managers in their communication practice 

helps to confirm the perception that the media and mediated communication is gaining in 

importance in their environment. It is important to acknowledge the use of the term media and its 

double meaning in this study as outlined in the literature review and in accordance with the 

approach of Krotz (2017), whereby in studying the influence of digital media it is necessary to study 

“the transformation of everyday life, culture and society in the context of the transformation of the 

media”. As participants were asked how they perceived media today and over the past eight to 10 

years, as well as the influence of digital media, it allowed them to determine the media context 

relevant to them. Using the Krotz approach (2017), it is not possible to study one aspect of the media 

without the other, which means the term media, in this study, refers to media organisations and 

journalists who produce and distribute content, the medium by which content is distributed and the 

content itself. References to media relate to the broader social phenomenon of media; while “the 

media” will refer to journalism in all its forms and the organisations and people reporting on a story 

or event. 
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4.1 Findings: Perception 

The findings that emerged from the study of the perception component of the theoretical 

model in this chapter are organised around a number of themes that were salient in the data and 

could be identified as internal and external impacts of digitisation as perceived by senior media 

managers (MM) and sport leaders (EX), including CEOs and senior executives. 

1. The internal impact section relates to sporting organisations and their need to produce 

their own content, although traditional media still matter. It describes perceived impacts 

and issues for sporting organisations in relation to their own internal communication 

practices. 

2. The external impact section relates to media as failing businesses, hungry for content. It 

describes perceptions of the sporting organisation of the changed media landscape and 

the impact of those changes on their interactions and relationship externally with the 

media. 

4.2 Internal Impacts 

This section identifies eight themes relating to internal impacts that were regularly 

mentioned by participants, including: the opportunity for sporting organisations to have more 

control to tell their own story and less reliance on the media; the changing media-sport hierarchy; 

rising value of content; juggling content needs; the importance of the media role and traditional 

media; measuring success; and managing and maintaining traditional media relationships. 

4.2.1 More Control; Less Reliance on Media 

The affordances of digitisation have disrupted media-sport interactions, with sporting 

organisations adapting their internal communication practices, at the same time as the media 

landscape has changed and media organisations have made changes: “The sporting landscape has 

changed and it’s become a lot more crowded” at the same time as the “proliferation of social media 

… that’s changed the whole media landscape” (MM15). Sport leaders and media managers 

overwhelmingly perceived that they had more control over their messaging and narrative; while 

mainstream media have less influence on agenda-setting and sporting organisations were less 

reliant on them to have a voice and communicate with their stakeholders, including fans, the general 

community, government and commercial partners: “We have that freedom … you are also not 
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relying on them to tell your story for you; then potentially saying no we don’t think that is a story 

we want to tell. You can kind of own your own story a little bit more in what you let your fans know” 

(MM06). 

Sport leaders regularly referred to changes in the media-sport relationship in which they 

perceived sporting organisations had an increased capacity and need to control their message, 

generating and distributing their own content, instead of relying on traditional media to do it for 

them: “We can control and create our own content; dictate and drive the agenda … we couldn’t do 

that 10 years ago” (EX27); and “Eight to 10 years ago you were reliant on printed newspapers, you 

were restricted in getting your message across” (EX05), (refer to quotes, Table 3). The increasing 

capacity of sporting organisations to play a greater role in the media landscape and to tell their own 

story directly to their stakeholders, had coincided with and contributed to the decline in traditional 

media revenue models. Sport leaders were less reliant on traditional media because they believed 

fewer people used traditional forms of media to follow their team, as fans had found alternativ 

methods to consume sport online; and commercial partners had found alternative methods of 

advertising rather than relying on classified advertisements in newspapers. These changes in the 

media-sport relationship had had an impact on the financial viability of traditional media 

organisations (refer Figure 6). Sport leaders also recognised the viability and value in sporting 

organisations using the new platforms to communicate directly with their stakeholders: 

“Mainstream print media has become less important … as print readership declines and sport has 

the ability to use their own platforms to get their message out” (EX24). 

For sport leaders this also meant much greater control over the messages they could 

deliver to fans: “We have been relying on traditional media to be our content distributor … we 

now need to rely on our own creation … through our own platforms … now we can publish it” 

(EX23). There is also scope to deliver the messages in a more creative and engaging manner: 

“There are lots of different options and innovative options in order to tell that message and story 

better … using your own direct channels to fans is a very strong proposition” (EX04). In addition, 

sport leaders reported greater need and frequency of content, with a strong focus on brand and 

image: “The biggest change is just the frequency, the amount of content … and the control. 

Whereas (in the past) you would ring your favourite journo and they would put their own swing on 

it … now you are actually producing your own slant, brand and image” (EX05). 
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Figure 6 

Classified Advertising Revenues, Print Newspaper vs. Online in Australia 

 
 

 

Note. The loss of classified advertising revenue in print newspapers in Australia from 96% in 2002 

to a 12% share in 2018 has been a major factor in total newspaper revenue decline (Australian 

Media Landscape Trends, 2020, p. 11).  
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Media managers also spoke strongly and confidently about their increased capacity to 

manage communication on their own channels and tell their own story, no longer relying solely on 

traditional media to engage with their fans who now consumed media in many different ways: “It’s 

just a changing landscape and we don’t rely on the media any more to drive our messaging. We can 

do it ourselves” (MM07); and “if those newspapers … were not there tomorrow we would not miss 

it, because … less people read newspapers … it would not be the end of the world for us” (MM11). 

Some sporting organisations had utilised their new in-house channels to drive ticket and 

merchandise sales: “Where once upon a time we wanted to run press conferences to get awareness 

of our team; to get ticket sales etc. … it’s now done in digital form, more in-house than expecting 

media to drive that for us” (MM07); while other media managers had adopted a fan-first approach 

to content to grow their audience and supporter base: “We wanted to tell our stories first [to our 

fans] … and then use them as a way to grow our audiences because we wanted to use the power of 

the media to share our content rather than the media taking it and producing it and putting it out 

themselves” (MM06). 

Media managers described different ways they had created their own channels and 

platforms to deliver content, including live streaming of matches on YouTube channels and their 

own TV channels: “You create your own channels. We have our own YouTube channel, [Team] TV 

on a small scale. It’s more about taking control of the agenda … rather than reliant on the broader, 

bigger stream to do it for you” (MM17). Others had focused on building bigger networks and 

platforms which they hoped would give a greater voice in the media space: “Then next year we take 

on [organisation.com], so that will be another measure where we’ve actually got a platform that we 

can put out our message … we will have much more of a voice [in the media] and be able to hopefully 

sway opinion more” (MM03).  

The following table lists additional quotes from interview participants, relevant to the 

themes outlined. These tables will feature throughout the findings chapters. 
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Table 3 

Themed Quotes: Internal Impacts 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Note: A sample of themed quotes relating to internal impacts of digitisation. 
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4.2.2 Media-Sport Hierarchy Changing 

Analysis shows that sporting organisations widely supported the perception that the 

changing nature of their fan and other stakeholder interaction indicated a change and/or flattening 

in the media-sport hierarchy, with the power of media to influence not as great as it used to be. The 

few media managers who perceived media organisations were still influential and important, also 

agreed “they don’t have the influence they once did” (MM15); and “there’s definitely an evening 

out … and at least we’ve got the chance now to respond and to respond quickly” (MM03). 

Media managers generally perceived that there had been a shift in the media-sport power 

dynamic, with the ability of traditional media to influence diminishing as sporting organisations have 

increased their capacity to create, produce and deliver their own content: “Media power has 

definitely decreased … we’re all building our own media businesses now and the influence of being 

on traditional media has waned as a result of that” (MM15); and “Sporting organisations have the 

ability to ignore some of the mainstream media. Failing mainstream media allows a sporting 

organisation to speak directly to its fans through its own social media, through its players and not 

need that filter [media] anymore” (MM13). 

Some media managers believed that media organisations had not acknowledged or accepted 

their power to influence sporting organisations had diminished: “I feel like they have less power 

these days. The big problem for newspapers is they are in this fog where they think they set the 

agenda …. that’s bullshit, it’s not true anymore, not to the same degree as 10–20 years ago” 

(MM01); and “We need our voice to be heard … in 1999 that was driven by three or four senior 

newspaper people … but newspapers have lost their power even if they refuse to believe it. 

Increasingly a lot of columnists are very shrill and just yelling stuff; it’s just loud opinion” (MM14). 

Some media managers attributed the media’s declining power to influence as a result of 

their hunger for content: “In some respects we can control what gets out there because basically 

the media are very hungry here for anything we can give them" (MM11); while others believed the 

general public were more astute about media content, as a result of access to more information: "Is 

it clickbait? What do they want … the power to influence is not as great as it was; the influence of 

traditional media has diminished because people aren't stupid” (MM10). 
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Almost all sport leaders agreed that digitisation had led to a change in the media-sport 

dynamic, with the balance of power shifting away from the media: “The media power hierarchy has 

changed because social media has given everybody the ability to have a voice instantly on any issue” 

(EX04); and “It has changed and is flattening. Sport is taking back control. Journos have to work a 

bit harder because they are not the only fish in the ocean … organisations can push their own 

message” (EX24). 

One sport leader, who believed that media power had decreased, said the media did not 

agree with this view: “The [media] organisation doesn't understand its decreased political power. 

They used to be able to chop somebody's head off with the back or front page and they can't do 

that anymore … but editors still think they hold power" (EX26). However, two of the sport leaders, 

while perceiving there has been a shift, also conceded that the balance of power was still in favour 

of the media: “The reality is that broadcast rights dollars are so high in [sporting organisation], if a 

rights holder wants something, there is no discussion, it happens. Whilst there is some flexibility and 

freedom in our own social channels, it is shaped rather quickly by broadcasters” (EX25); and “There 

are greater opportunities for our voice to be heard but people are still sceptical of words from 

someone with an agenda or interest in the issue” (EX16). 

4.2.3 Rising Value of Content 

As digitisation has become more sophisticated, along with the continual rise of social media, 

the analysis demonstrates that the ability for sporting organisations to deliver their own messages 

on their own platforms has become a game-changer. It has created a need for sporting organisations 

to build their own internal media capacity to communicate directly to stakeholders and to meet 

content demands, internally and externally: “Some of the codes have invested heavily in their media 

capability, particularly the digital channels and platforms—the AFL, the NRL, ARU” (EX16). 

Sport leaders describe sport as “a soap opera” (EX04), “in the entertainment business” 

(EX04, 21, 22) and having “a showbiz aspect” (EX16), helping to explain why the value of sport 

content cannot be overstated. Sport provides a rich colourful, continuous flow of content that both 

sport and media organisations need to meet the increasing 24/7 demands and fill their digital 

channels: “It’s a really interesting relationship which most organisations have with mainstream 

media now. Because, probably more than ever, mainstream media needs sporting organisations to 

provide that content” (EX23). 
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Findings clearly indicated that sporting organisations perceived that digitisation had 

increased their opportunities on two levels, to tell and to sell their story. They had access to more 

data, more channels and platforms and more in-house resources to generate their own strategic 

communication; and the opportunity to generate commercial revenue. Media managers confirmed 

their roles in communication management had become more strategic, rather than “reactive” 

(MM06), with a focus on story-telling and generating their own content in organisational strategic 

plans: “The entire organisation has said telling our stories better is now a strategic priority” (MM13). 

Media managers also believed the communication space had become an area from which 

the business could generate income, which had not been the case prior to digitisation. Generally, it 

was commercial departments who were able to generate income for sporting organisations, 

through traditional sponsorship deals. Many of these commercial partnerships now include a digital 

component: “We’ve seen that the AFL and the NRL are creating their own media businesses, 

cricket’s done the same and we’re doing the same as well. So, this huge opportunity to develop, 

control your content and commercialise … has also opened up a whole new opportunity for 

sponsors” (MM15); and “We sell a lot of content online; we have built a lot of content into 

sponsorship deals” (MM01). 

Sport leaders also described how digitisation created new commercial opportunities, that 

didn’t previously exist, for sporting organisations: “We see the investment the AFL is putting into its 

media department and we see the fact that NFL is starting to broadcast on YouTube. You don’t have 

to rely on free-to-air TV necessarily now … subscription TV is very keen to have your content now, 

because that drives their business” (EX23). Another sport leader said that digitisation had changed 

the nature of the organisation’s engagement with existing and potential commercial partners, with 

new offerings: “When you decide to invest in our business as a partner, you invest across multi-

channels. Digital is a significant component of that investment. Digital is no longer an afterthought. 

It is actually all part of the offering, as it should be” (EX04). 

4.2.4 Juggling Content Needs – Internally and Externally 

The increased value of, and demand for, content has created some challenges, as well as 

opportunities, for sporting organisations, with communication management expanding to 

necessitate the management of digital strategy and production, as well as traditional media. There 

are more options, more data, more requirements to produce and more decisions, including the 
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capacity for sporting organisations to build and resource their own media units, which will be 

discussed in more detail in the next chapter on structure findings: “there is [a] cost to produce things 

that there wasn’t before. There is equipment and new technologies, new website platforms” 

(MM06); and “You need resources to develop the quality content to provide and feed to media 

outlets” (EX21). 

This increased the complexity associated with strategic management of communication 

investment for sporting organisations, in particular the need to “juggle” (MM01) and find a 

“balance” (MM06, EX20) to satisfy competing interests for content, internally and externally: 

“Newspapers are under pressure, scrambling for headline stories … looking for something no one 

else has,  so sometimes we need to feed the beast and sometimes we need to keep some for 

ourselves” (EX20). Sport leaders perceived the competition for content, in particular, exclusive and 

unique content, created tension for sporting organisations with media when internal needs and 

channels were prioritised over external media demands: “we absolutely do need a balance between 

what we put out [internally] and what we put out externally. That is where the balance and tension 

are exposed … what do you give out, what do you keep to yourself? What’s unique content? Who 

has access to that?” (EX20); and “There is tension over content which drives the business” (EX23). 

Media managers agreed with the perception that their roles had become more complex, as 

they attempted to juggle servicing the wants and needs, not only of traditional and digital media, 

but with also serving the needs for internal departments like commercial, with sponsorship 

deliverables and other organisational fan-first approaches. The responses of media managers 

indicated an underlying tension between sporting organisations and their various stakeholders, 

internally and externally: “Your place wants content too, so that’s another thing you’ve got to juggle. 

And you’ve got to try to do that without completely pissing off the mainstream media” (MM01); 

and “The challenge for media managers between traditional media and your commercial 

departments is … finding different things; you’ve just got to provide different content” (MM01). 

Media managers were under pressure to make strategic decisions with channel selection for content 

and who gets it first, either providing an exclusive to the media or breaking it on their own channels 

(MM18): “Do you push it out into the media to service the industry or do you use your own platforms 

to break the news and provide a benefit to a member or subscriber or someone who you can grab 

data from and then market to?” (MM19). 
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4.2.5 Importance of Media Role 

Analysis showed that digitisation had not only increased the value of content and data, but 

the value and importance of the role of media and media managers within sporting organisations. 

All 13 sport leaders believed that the role of media in their organisation was as important as ever if 

not more so, fundamental to the business of sport and critical to leading strategy and links to key 

stakeholders, including fans and members, as well as government agencies and commercial 

partners: “Media is a very powerful tool that we need to be utilising in order to grow our business” 

(EX05); and “Everything revolves around the comms strategy, so it is actually probably one of the 

bigger components of our organisation” (EX08). 

One sport leader said that the organisation’s media performance was an indication of its 

success, now and in the future: “it mirrors the growth of the business … investing in communication 

is future proofing the business” (EX20): "I understand there is a direct relation between content, 

social media following, external media … every single part of that communication artery. If that is 

going well your business generally follows" (EX20). Other sport leaders described the importance of 

the media role across the entire business and how it had changed to “a role of communication 

management rather than media management” (EX26). 

Sport leaders were more aware of the need to consider how decisions were perceived and 

should be communicated, externally and internally, and the role that communication could play: “… 

it’s involved in everything in the business … it’s part of the decision-making and the business 

routinely seeks a comms [communication] perspective on everything” (EX24). Sport leaders were 

particularly concerned with protecting the organisation’s brand and reputation and understood the 

key role that media managers play in the process: “Mainstream media has become less important 

but managing reputation and brand has become more important because of fracturing of the 

media” (EX26); and “It has always been a key role and remains one. The organisation is more 

accessible to the public than ever before" (EX16). 

Media managers all believed their organisations viewed the [internal] role of media as one 

that was “critical” (MM15) and “vitally important” (MM11), in particular for the role they played in 

protecting the organisation’s brand and reputation: “you are the person driving the voice in the 

brand, setting the tone for the organisation … put on the right perception, right essence” (MM06); 

“My role needs to concentrate on making sure that our name is out there and remains as strong as 
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possible, despite all the things that are thrown at it … our brand and our reputation is everything” 

(MM03); and “I am the gatekeeper for what goes out; protecting the brand” (MM09). 

Most media managers believed their CEOs, Board and other senior executives respected and 

understood the role they played and the importance of involving communication in decision-

making: “Everyone in the management team and particularly the CEO and chairman get the 

importance of getting this kind of public affairs aspect, communication aspect right” (MM12); and 

“The role is respected, important and I am in the loop; they seek my input” (MM10). Another media 

manager highlighted the important role that he played for the CEO in terms of advice on crises 

management issues which could impact on the organisation’s brand and reputation: “I have the 

confidence of the CEO. I have dealt with 32 serious crises, 25 of them intense … you are giving him 

advice with enormous implications 30 times a year” (MM14). In another organisation the CEO 

elevated the status of the communication department, to a stand-alone department, no longer 

positioned within another section of the business, “trying to make comms have the same presence 

as other departments” (MM01). 

However, despite sport leaders and media managers overwhelmingly perceiving that media 

played an important role in sporting organisations, some media managers also believed that this 

was not a reality in their own organisations. Several were frustrated at the actions of some sport 

leaders who did not involve them in important discussions and decisions about the handling of 

incidents that could impact on their organisation’s brand and reputation. One media manager gave 

his organisation a “mixed report card”: “I would expect I would have a similar answer to others in 

that everybody thinks comms is important, but then it’s not often at the table at the start of the 

decision-making process. It’s very much the last thing that happens. They come to you to fix it when 

there’s a problem” (MM13). Others said: “The CEO and coach perceive media as important to the 

brand and messaging … however, it is not reflected in resourcing” (MM09); and “still it’s not 

probably prioritised as much as it could be by the management and Boards” (MM19). 
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4.2.6 Traditional Media Still Important  

Interestingly, despite the perception of sporting organisations that they have more control 

and capability to tell their own story and are less reliant on traditional media, almost all of the sport 

leaders and media managers interviewed perceived traditional media was still important and 

valued: 

… you have to look through a number of different lenses … for us and for other sports, I don’t think 

we have that 100% right yet. In the coming year where the game will control more of its own digital 

content is a big step forward but … I don’t think it will ever get away from dealing with mainstream 

media nor should it. (EX04)  

Other sport leaders believed traditional media to be incredibly important, even critical, and 

that there was room for both, with traditional and digital media complementing rather than 

competing. Figure 7 shows that demand for news (from traditional media) is still strong. Traditional 

media enabled sporting organisations to reach a wider general audience and potential new fans, 

while their own media channels tended to speak to their supporter base, people who were already 

fans: “We are constantly trying to be innovative, trying to do a better job of telling our stories and 

personality building; we are extremely reliant on the mainstream media for helping us to do that” 

(EX22); and “We still need to be in mainstream media. I want us to be everywhere in the mass 

media” (EX21). Another sport leader said mainstream media coverage provided a powerful and 

lasting visual that commercial partners still valued: “having a back page is visible, it’s strong, it really 

hits home. Social media is there for a few seconds and then it’s gone, but the back page is sitting 

there viewed by 100,000 odd people in the morning … And the partners love that” (EX27). 

Only one sport leader disagreed: “Overall, it’s important but not like it used to be … we are 

still dependent on broadcast deals with mainstream media, but mainstream print media is less and 

less important to us because of readership decline” (EX24). And only one media manager also 

perceived traditional media was not as important because of the many different ways to convey a 

message and the different ways people are consuming media. However, he also conceded that “still 

certain people like their news in hard copy and of course sponsors love to have that tangible thing 

that they have in their hand” (MM11). 

Other media managers believed that tradtional media was still as important as ever to 

sporting organisations, with factors including the value to their commercial partners, while also 
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increasing credibility, because media was considered an external party commenting on the 

organisation: “We value big stuff that can tell our story … We want the double page. It’s amazing 

how newspapers still cut through … people love to be able to show the story. More people are more 

apt to say I saw that thing in the newspaper than any other medium” (MM10). 

Media managers also commented about how much time they still devoted to traditional 

media in their day-to-day practice, some spending 80–90% of their day (MM05, MM14), and others 

75%: “traditional media … that’s what I focus on. I’m not that concerned about websites and stuff 

like that. Everyone just steals” (MM01). 
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Figure 7 

Readership of News in Australia 

 

 

 

 

 

 

 

 

 

Note: More Australians are reading the news and doing so more frequently than in the past 

according to these graphs (Australian Media Landscape Trends, 2020, p. 19). 

 

4.2.7 Measuring Success and Use of Media Monitoring 

For some sporting organisations, success in traditional media, in terms of coverage received, 

was still a key performance indicator (KPI) along with other measures, reinforcing the perception 

that “traditional media is still very important” (MM18): "Your media is delivering for the broader 

business objectives. Media should help you maintain sport; it is your commercial and social contract 

with your fans” (EX26). Some sport leaders and media managers believed that there was a link 

between media coverage and fan growth, highlighting the importance of media to overall business 

objectives and organisational success: “We have KPIs around traditional media coverage; and 

growing our fan base. For us it's about reaching other people, so we need to move well beyond what 

we do on our properties and that's where mainstream media can assist in reaching potential new 

fans" (MM18); and “The media is the how, it's the tool we use to get to the ultimate outcome, so 

that is about growing the numbers of people who are members of our clubs, fan members, not 

participatory members [supporters who are media participants, producing and/ or sharing media  
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content], increased attendances at games, so people paying, eyeballs on broadcast” (EX21). 

Sport leaders and media managers reported having to present figures to Boards and 

commercial partners, which were directly related to exposure in mainstream print media: “[Our 

organisation] takes winning the media as one of our key KPIs. So, our team actually has a certain 

number of articles they’re tasked with getting in the papers … share of voice is something [sport] is 

really conscious of” (EX02); and “We have performance indicators around viewers and the number 

of big double-page spreads in newspapers” (EX25). 

How organisations “organise their perception of the media” (Donges & Jarren, 2014, p. 189) 

using media monitoring is considered a relevant indicator of mediatisation, because it highlights an 

organisation’s awareness of the media’s importance to the organisation. Findings showed a vast 

array of approaches to media monitoring. Some use specialist external monitoring agencies such as 

iSentia, Meltwater, Strain and Repucom: “We have a daily clippings service. Each morning a 

summary is done for the CEO and Board. We don’t monitor 24/7 in terms of social media. If 

something breaks, I'll normally get a call from the Integrity Unit or Police” (MM03). Other media 

managers self-monitor, through the growing number of digital and online tools, such as Google 

Alerts, Tweetdeck, iPhone alerts and analytics for measuring digital and social growth (MM09), while 

some organisations designate media monitoring as a formal duty for a communication staff 

member:  

We only use external for a few reports for some major partners or events. Three junior staff alternate 

the task from 7am each day … we used to spend an awful lot of money on media monitors 10–15 

years ago … we don’t need to do that with social media; you hear bad news in five to 10 minutes. 

(MM14)  

Media monitoring measures and uses also varied greatly, from those measuring the volume 

of articles to sentiment and tone: “We measure it and provide an annual report to the Board. We 

measure the value of coverage ... it comes up with quite a fictional figure to be honest … but the 

Board likes to see you have progressed from the year before" (MM19). One media manager 

described his use of formal media monitoring to measure against the amount of coverage other 

sports receive: “We use it for share-of-voice measurement. We are the only sport that does it; 

compares number of mentions for sport on mainstream media for about 11 sports. Our company 

wants to be number one in share of voice from October to March … it's classic traditional obsession 

with mainstream media” (MM13).  
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4.2.8 Managing and Maintaining Media Relationships Is Still Important 

Following the findings that traditional media were still perceived to be important to sporting 

organisations, despite being less reliant on mainstream media, it was also clear from the analysis 

that sport leaders and media managers believed managing and maintaining relationships with 

traditional media was also important. Many believed it was one of the most important functions of 

their day-to-day practice: “The people that are able to get the best outcomes in these roles have 

got really strong relationships. It's the number one skill. There are people that work in this sort of 

profession that can barely spell, but they've got unbelievable relationships” (MM19). 

Sport leaders and media managers perceived that maintaining good relationships can build 

trust and help not only to promote positive stories, but also to minimise negative media reporting 

and handling of issues and crises, which can damage the sporting organisation’s brand and 

reputation. This was particularly important in the digital and social media environment where 

negative stories and issues break quickly and spread widely and rapidly: “Media are less likely to go 

out on a limb [without all the facts] if they have a relationship” (EX27); and “They come to you with 

these stories and then you ask them a favour, like to not run that … that trust and the relationship 

building are vitally important when you are working in this kind of role” (MM11). 

Some media managers believed managing and maintaining relationships with media was 

“critical” and for others it was “even more important now” than ever because the pool of sport 

journalists was smaller: “We have got two or three close journos here who I will keep in the loop. If 

we have a major announcement … we will give it to them before we give it to anybody else, knowing 

full well if we do, they will look after us further down the track” (MM11). 

Media managers believed that it was a crowded market with a lot of competition for a 

smaller amount of traditional media space, so good relationships could make a difference: “I work 

closely with the media; a lot of it’s about relationships. Traditional media still set the agenda, so if 

you want to tell your story and shape it as best you can, that’s where relationships are critical” 

(MM15); and “That is where the relationships still matter … it can be the difference between page 

seven and page three or a few pars [paragraphs]” (MM14). 

Some sport leaders believed relationships with media were “more important than they have 

ever been” (EX22) and that “everything comes down to relationships” (EX27): “If you don’t have a 
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strong relationship with key stakeholders (media) you are doomed to fail” (EX04). They cited a 

number of factors including that, because there were fewer voices, they carry more weight (EX16, 

EX02), and they offered an independent voice: “regardless of how good we run our business or how 

connected we are with the community, there’s an idea that external media are independent from 

your club. They can be a strong advocate for you” (EX20).  

This section outlined eight key themes that participants perceived as impacts and issues for 

sporting organisations and media managers in relation to their own internal communication 

practices. The next section describes perceptions of the changed media landscape and the impact 

of those changes on their interactions and relationship externally. 

4.3 External Impacts 

This section presents 12 themes that commonly emerged relating to external impacts 

including: the constant and rapidly changing media landscape; 24/7 news cycle appetite; failing 

media businesses, with fewer resources, but hungry for content; syndication; specialisation has 

changed; attitudes have changed; lower standards and quality; public interest vs. public interested; 

headline first, check later; celebrity-style focus concern; and changes in the media-sport 

relationship. 
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4.3.1 Constant and Rapidly Changing Landscape 

The qualitative analysis clearly showed that sporting organisations believed digitisation had 

been, and still was, rapidly and constantly changing the media landscape, transforming the once 

symbiotic media-sport relationship and how media and sporting organisations interacted: “So 

there's two things, one the sporting landscape’s changed and it’s become a lot more crowded … and 

the media landscape has changed, you’ve had the proliferation of social media Facebook, Twitter, 

Instagram etc. and that's changed the whole media landscape” (MM15). 

Sport leaders regularly referred to perceptions of a media landscape that was “disruptive” 

(EX21), and “becoming fragmented” (EX04) due to the complex multi-channeled media system 

giving everyone a voice and a platform to be a journalist. They believed the lines had become blurred 

between what is news and what is opinion: “There is the phenomenon of social media and self-

created news and opinion, the blur that occurs with all of that” (EX16); as well as being blurred 

around those writing the news: “You've got a blurred line between journalists … writers who are 

journalists on the one hand and bloggers on the other” (EX22). Media managers also perceived the 

proliferation of social media had disrupted the media landscape and changed the nature of 

engagement and interaction: “Now they (social media) are all infringing on each other” (MM01). 

Social media had forced traditional mainstream media to follow its 24/7 news cycle. Along 

with the challenges, this had also brought more opportunities for sporting organisations, and in 

particular, for their key stakeholders, the fans, as “mainstream media has had to change to keep up 

with the new innovations” (MM11): “traditional mainstream media have to follow the cycle of social 

media and respond to bait on some of those things. Who is the winner in that? … the fans are the 

big winner because they are the catalyst for lots of discussions ... historically they have never had 

that voice” (EX04). The media landscape was predicted to face further disruption, with no certainty 

about what it may look like in the future (refer Figure 8): “Five years ago … no one would have even 

known what Netflix was. If we go five years from today, what is the next word? … the biggest 

technology companies like Facebook, Google, and Apple, have no idea what the landscape looks like 

and that’s their business” (EX04). 
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Figure 8 

Australian Media Landscape Trends 2002–18 (Australian Media Landscape Trends, 2020, p. 3). 
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4.3.2 Appetite in a Rapid 24/7 News Cycle 

Sporting organisations regularly referred to a perception of the rapid pace and the constantly 

changing nature of the 24/7 news cycle, from 24-hourly to every minute of every hour of every day, 

as a key change, with one media manager saying, “it is not a news cycle anymore” (MM19). Others 

agree: “What’s changed in 25 years of doing this job? … the changing nature of what and who is able 

to generate a story and an audience and influence the agenda for the day. It used to be a 24-hour 

news cycle; now the 24-hour news angle is literally every minute of every hour in every day” (EX26); 

and “Ten years ago journalists just wanted to hang on to their best story for the next morning’s 

paper … now it’s getting it out within 10 seconds on social media and having a link back to the paper” 

(EX03). 

Sport leaders perceived that the rapid 24/7 news cycle had changed the media’s appetite for 

developing content, referring to their insatiable need for constant and rapid content as “… the 

biggest challenge for every sporting code” (EX24). Several sport leaders related the urgency and 

constant demand for content to a thirst or hunger: “a need to feed the beast” (EX20, MM01); “all-

consuming and thirsty for content, information and news” (EX04); “feeding the content demands of 

the media” (EX04); and “a thirst for bite-size news … a thirst for content” (EX27). 

Media managers reported a similar challenge to keep up with the demand to satisfy the 

media’s change in appetite and hunger for rapid 24/7 content: "It has made them more and more 

desperate because they want more" (MM01); “It has certainly added to the challenge because the 

news is so instant and constantly evolving now” (MM19); and “the change in their appetite and the 

way they do things has just changed the whole nature of the engagement” (MM01). 

4.3.3 Failing Businesses, Hungry for Content 

The findings demonstrated that sport leaders and media managers considered some media 

organisations to be failing businesses, diversifying and making changes in their fight to survive. They 

suggested that the changing landscape, 24/7 news cycle and appetite for content had coincided 

with, and contributed to, the loss of traditional advertising and sales revenue models for 

mainstream media organisations, forcing them to search for alternative methods to generate new 

revenue streams and reduce costs associated with traditional models (refer Figure 9). Some media 

organisations were perceived as being late to make the change with digitisation: “The media outlets 
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haven’t worked out how they can monetise digital properties … that may change down the track; 

these guys are businesses; they want to cash in” (MM10). 

A majority of media managers interviewed (71%) had worked as journalists (print, radio 

and/or TV) before or during their time working with a sporting organisation. They identified a 

number of factors for describing some media organisations as failing businesses, which was evident 

through the cutbacks on staffing (refer to quotes, Table 4). The cutbacks occurred while ramping up 

diverse and rapid digital social media platforms with 24/7 content needs, despite having less 

capacity to deliver such resources and experience: “A lot of them now are failing businesses and so 

what’s happened is there has been massive cost-cutting. Their resources are down” (MM01); “They 

have four writers in sport at [media organisation]. 15 years ago when I worked there, we had 12 … 

they’ve got the same amount of pages in sport plus they have added online” (MM01); and “I have 

seen a lot of papers go under; we have seen a fair few television shows, radio shows die … they are 

doing whatever they can to survive” (MM14). 

Some sport leaders perceived this approach by media organisations as positive, despite the 

challenges: “The strong appetite for media to engage with us and to engage with my position is a 

good thing, not a bad thing” (EX04). Another sport leader described it as an interesting time for 

sport because he believed that media organisations relied on sport more than ever to satisfy their 

huge demand for content (EX23). However, some media managers were critical of the media 

approach to turn to online production with greater and constant content needs: "Social media has 

been the killer for them … they have made a mistake trying to compete with social media rather 

than offer something different” (MM01); and “I’ve always thought the way out of diminishing sales 

is to increase the quality of the product, not decrease it. But they’ve dumbed it down, rather than 

saying our point of difference is quality. They don’t even try. It’s a race to the bottom” (MM10). 
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Figure 9 

Australian Newspaper Revenue from 2002–18 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Note: Figures show total newspaper revenues fell by 32% between 2002–2018 (Australian Media 

Landscape Trends, 2020, p. 17). 
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4.3.4 Have Less, Want More 

Sport leaders and media managers believed widespread staff cuts in traditional media 

organisations were a major concern for sporting organisations: “Now you have less people you can 

trust … you want more people, you need more choice … it’s better for everyone” (MM10). The 

hunger for more breadth in content across a variety of channels and platforms and the pace of 

providing widespread digital online materials is increasing at the same time as forced staff 

reductions are being made.  

Media managers regularly referred to the “incredibly poor” resources (MM14) as an issue 

because of the demand for more content to satisfy both online and traditional needs at the same 

time: “The media organisations are businesses and they’re cutting staff … they’ve got less resources, 

but they’ve got more content as the quality (of staff) is going down” (MM12). In particular, they 

were concerned with the impact they believed that cost-cutting had on the media’s attitude and the 

quality of journalism, with reduced resources compounded by the employment of less experienced 

staff over senior journalists: “One of the roles of a comms person is to manage their [organisation’s] 

expectations around what the media will or won't do for their sport. And it's explaining to them that 

… with reduced resources in newsrooms and reduced capacity, the stories you can guarantee that 

are going to get coverage are the bad stories” (MM13); and “Most of the media that has gone online 

is still traditional media, but the quality of journalism, through cost-saving, diminishing resources 

and the youthfulness of the people that are coming in, is diminished” (MM10). 

Moreover, as a result of staff cutbacks, other staff have had to wear multiple employment 

‘hats’ to support such increased demand to service a variety of platforms. Participants commented 

that it was not uncommon for a sport journalist to be writing for a newspaper, both online and in 

its traditional form; providing radio commentary; appearing on television sport talk shows;  running 

commentary on social media accounts including Twitter, Instagram, and Facebook; and even 

producing podcasts and/or writing personal blogs and opinion pieces: “So it’s really got down to the 

paper guys who now seem to be multi-skilled and do radio, papers, TV, and social media” (MM03). 

A concern for media managers dealing with journalists with multiple media roles was their ability to 

understand issues they are reporting on, as opposed to general news stories: “It just means their 

attention span, their ability to understand complex issues is that much reduced … the issue they’ve 

got is they've got to cover two or three different stories on any given day and often across codes” 
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(MM13). Another issue with multiple media hats identified by a sport leader was the “blurred line” 

between writers who were journalists on the one hand and bloggers on the other:  

You never know in what capacity you're talking with someone … it's a bit of a mind trap, a minefield 

rather, not just for administrators and media managers but also for players. They never know if what 

they are saying is on the record or off the record because they never know if they're talking to a 

journalist acting in a professional capacity or someone who just has an opinion and they now have 

an audience and a platform to be able to express that opinion whenever it suits them. (EX22) 
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Table 4 

Themed Quotes 
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Note: A sample of themed quotes relating to external impacts of digitisation. 
 

4.3.5 Syndication 

In addition, sport leaders commented that syndication is occurring across mastheads and 

platforms, with rival media organisations pooling resources, further reducing the amount of 

traditional media reporting on their sport (refer Figure 10): “The biggest change here is a lot of 

media have cut their resources … we will hold a press conference and they will send one camera 

man. So, it looks like you are talking to one camera but they will pool the footage” (EX02); and “there 

is the massive changes happening in the media sector itself, the consolidation that is happening … 

fewer journalists, more kind of syndication of work across a network … that means there are fewer 

voices” (EX16). In other cases, media organisations were merging: “The biggest change to our 

landscape was [media organisation] obviously being one organisation … then the [media 

organisation] buying the [media organisation] now it almost feels like everyone is working for the 

same thing” (MM17). 

One media manager recalled an incident when he was working as a journalist that signaled 

early moves towards syndication:  

There is like 90 media covering the Boxing Day [cricket] Test. Rupert Murdoch walked into the press 

box. … 55 people in the room stood up; like being in school when the headmaster walked in … ‘Hello 

Mr Murdoch, good to see you sir’. I remember hearing a discussion …  Rupert is talking to his 

lieutenants and going …  ‘How many of these people here work for News Limited in its various forms?’ 

The guy said, ‘Approximately 40 of the people in the box’. Four years later we were down to eight, 

because … back then The Courier-Mail, The Advertiser, The Telegraph and The Hobart Mercury all 

sent their own cricket writer to every Test match writing something vaguely similar … he’s (Rupert) 

just come in and said I need one or two cricket writers and you just run the copy. The papers fought 

against that for a year or so. Now the same thing has happened across every area. (MM14) 
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Figure 10 

Syndication Example: Single Camera Attends Media Opportunity 

 

 

 

 

 

 

 

 

 

 

4.3.6 Specialisation has Changed 

Media managers of the lower tier professional sports in Australia commented that a further 

impact of staff cuts, journalists undertaking multiple roles and syndication had been that 

specialisation had changed. They reported that there had been a loss of specialist reporters—regular 

reporters assigned to their sport as a designated ‘round', who often travelled with particular 

sporting teams to interstate and international events—because journalists had to be multi-skilled 

and must deliver content across sports and across platforms (written, visual and audio). These 

specialist journalists, dedicated to specific sports, were considered to be experienced and more 

invested in and knowledgeable about their particular designated sport: “Traditional media has 

shrunk but there is pressure to produce content across different platforms. The days of specialist 

[sport] reporters have gone” (MM15); and “In the past we may have been lucky to have a dedicated 

resource, now it’s likely to be a journo covering many sports, or different journos each time with no 

history, background, understanding, knowledge of and passion for the game. Losing that knowledge 

and passion is quite challenging for us” (MM*). 

 



117 

 

The concern of the lower profile sports was that with less staff, traditional media focused 

their attention and resources on the higher profile sports that were more widely known about, while 

general coverage of other sports diminished, because they required specialist knowledge: “The less 

journalists are writing about [sport] the less opportunity we will even have to get any coverage. It is 

quite specialised” (MM*). This concern was backed up by other media managers who believed that 

the media focused on content from the top tier sports because of their power and appeal in driving 

traffic to websites and also for the readership of traditional print media: “Your main media outlets 

in Melbourne, in trying to survive by grabbing as big an audience as they can, will concentrate on 

football [AFL]. That’s the number one driver … for traffic to their websites and their papers. So, they 

will concentrate the diminishing resources on that … it’s the last thing that’s selling them 

consistently” (MM13); and “The [media organisation] sport editor was telling us … that he's been 

told by his editor that he needs to come up with five stories that hit a certain audience target per 

week. Five sport stories per week from all the carts that are available” (MM13). 

4.3.7 Attitude has Changed 

This analysis showed that sporting organisations perceived the rapid and constant 24/7 news 

cycle had not only changed the media’s appetite, leading to an insatiable quest for content, but it 

had also significantly changed their attitude about content: “The big problem now is they want more 

and they have less. Resources have become a real problem for them. And it’s just changed their 

attitude towards things” (MM01). Sport leaders, and media managers, in particular, described a 

“guess and go” attitude by the media that prioritises speed and immediacy before accuracy, quality 

and relationships in the race to be first with the “news”: “Fifteen years ago, or 10 years ago, an 

editor would have said: ‘Are you sure about this?’ It doesn’t matter now, if it’s sexy it goes. They’re 

not really concerned about being right or wrong. So that’s an attitude” (MM01). One media manager 

described an incident that was not uncommon regarding similar experiences in other sports:  

[Media organisation] had a back-page story that the [sporting organisation] could move the game… 

because the crowd would be big. The ink wasn’t dry and the next morning the [sporting organisation] 

said ‘no we’re not doing that’ and we said ‘we’ve no interest in this’. One phone call would have 

killed the story the day before, but they ran it and then copped the ‘it’s not going to happen’ the day 

after. It’s just nonsense. (MM10) 

Sporting organisations believed the media’s traditional pursuit of ‘news’ had changed to a 

broader and ceaseless pursuit of content, as media prioritised engagement and immediacy over 
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accuracy and quantity over quality. This is in comparison with perceptions of pre-digitisation, when 

media, in particular print journalists, took time to research and ‘background’ stories and check facts, 

sometimes working all day on a story to break the following day, as sport leaders recalled: “Basically 

back in the day you could hold up a press release and then issue it and know nothing is going to 

happen until tomorrow. Now, within seconds of you releasing that information, it is all over the 

place” (EX11); and “Once stories could wait, hold over until the next day; now they are broken on 

social media platforms in seconds” (EX03). 

Media managers offered similar reflections, whereby accuracy had been sacrificed for speed, 

immediacy and a constant supply of new material: “their resources are incredibly poor … so it has 

affected their ability in many cases to research things with the time pressures that journos are under 

in all major mediums” (MM14); and “Things which could wait till the end of the day can’t wait 

anymore; they’ve got to be done straight away. And there’s the constant demand for new stuff all 

through the day now” (MM03). Media managers also believed that journalists were prepared to put 

their desire to break news or run an exclusive above all else: “The rush to be first, especially in the 

social platforms, has really changed how they go about it and they’re not waiting for the six o’clock 

news or for the paper to come out the next day, they’re rushing out to Twitter to get their version 

out, that they’re the first, even though the public doesn’t care who’s first, which is stunning” 

(MM10). Media managers also found the focus and demand on immediacy had changed the nature 

of a “scoop”, which tended to be broken on social media rather than the front page of a newspaper: 

“Ten years ago if you got a story, it was on the front page of the paper. Everyone knew that you had 

the scoop. Now someone puts it on Twitter first and everyone else has got it … 30 seconds later 

everyone else is saying the same thing. The scoop lasts now for 30 seconds” (MM03). 

4.3.8 Lower Standards and Quality 

Media managers in particular expressed concern that the pressure to publish (constantly, 

quickly and be first), combined with reduced resources and often less experienced staff, had led to 

a drop in quality and acceptance of lower standards by media organisations, whereby stories were 

not always checked and inaccuracies were reported (and recycled) as fact: “I think it’s also part of 

standards of what media companies are prepared to accept and publish. The bar to publish is so 

much lower than it has ever been” (MM14); and “They’re all trying to race each other for things … 

because they’re so desperate now that they don’t ever do the ‘right thing’ anymore. They just do 
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whatever they think they have to. They don’t care” (MM01). One media manager said that because 

journalists were not being told to ‘go away and get a better story’, they were not learning that lower 

standards and quality were not acceptable:  

So, if you are a young journo, male or female, who’s writing a heap of rubbish or spewing a heap of 

rubbish on the radio or on TV, the people at the top of the tree who are still experienced should be 

able to speak up and say ‘no this is not good enough; get me something better than this … this is not 

worthy of the back page of the paper or leading the sport at 6.45’ … but they don’t. (MM10) 

Some media managers also identified fewer mentors available for new and young journalists 

as a negative impact of media organisations cutting resources: “Mentoring within news 

organisations seems to have disappeared … when someone had the time to sit and explain to you, 

here is why I changed these three paragraphs, here is why I did this” (MM14); and “The young 

people coming through today don’t know any different; the powers that be at the top of the tree 

are happy to play along and not actually try and correct that and that’s frustrating to me” (MM10). 

4.3.9 Public Interest or Public Interested? 

Sporting organisations believed that what is “news” or “newsworthy” has changed— “what 

is classified as newsworthy is not what it used to be” (EX27)—largely driven because resource-

strapped media are required to deliver increasing volumes of content (news and other sport 

information) across multiple platforms (digital, online, social media, broadcast and print). 

Traditionally the media, in line with the industry’s code of ethics, published ‘news’ if it was deemed 

to be in the public interest. Now, as one sport leader described it: “I feel like we're in a period of 

time where the public interested is the structuring force not the public interest. Public interested 

means we will print it” (EX26). 

Sporting organisations believed that media, in their pursuit of highly sought-after content, 

which was engaging and unique, were happy to run content from any source, whether it was verified 

or not. Content was sourced from wide and varied sources, from official channels to unofficial 

and/or unverified Tweets on Twitter; images, stories, videos and comments on Facebook, 

Instagram, Snapchat and various other social media platforms. As for obtaining other content from 

‘citizen’ journalists (anyone with a mobile phone or recording device): “It is kind of the newspapers’ 

click bait … so something that wouldn’t have been a scandal 10 years ago now sells newspapers” 

(EX26); and “the traditional finding out what’s actually happening and reporting on, that’s 
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disappeared” (MM10). One media manager gave an example demonstrating the media’s willingness 

to publish ‘news stories’ from the social media accounts of players, without any verification of the 

details: 

They’re putting old school thinking across new ways of behaviour. There was one [social media 

example, refer Figure 11] a couple of years ago when Hawthorn played Adelaide and Dangerfield was 

playing for Adelaide at the time. He had a couple of mates playing for Hawthorn, so they were going 

back and forth on Twitter [sledging each other]. It was a set-up. And the [media] recklessly reported 

it and the players were like ‘haha, got you’. (MM10) 

Figure 11 

Social Media Prank on Media 

 

Note: Patrick Dangerfield “tweet” (Dangerfield, 2015) and an article reporting how he and Jack 

Dunstan “played” the media (Perth Now, 2015). 
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4.3.10 Headline First, Check Later 

Sport leaders and media managers perceived the increasing interest by media in following 

up  on social media ‘story’ leads, and ‘clickbait’ and scandal-based sport ‘news’, meant media were 

prepared to publish unverified scandal, rumour, and gossip which was later checked and removed 

if proven untrue—or in some cases, there was no retraction at all; and/or information continued to 

be recycled by other media outlets as fact: “they think that their liability or their culpability … can 

be overcome by simply correcting it in an online story that’s already been read a thousand times, 

has been saved or reprinted or whatever it might be, but the damage is done” (EX22). 

Media managers regularly voiced their concerns about this issue: “What we’ve seen much 

more is young journos coming in who don’t cost much, who, for want of a better term, would just 

blog something or go out with their own opinion or view dressed up as news, rather than actually 

having a sourced element of that. And then you’re having to defend against that, which is very 

frustrating” (MM10). Some media managers were concerned that journalists were more interested 

in keeping their jobs with headline-grabbing stories, regardless of whether they were accurate: 

“What’s happening with young people coming in, they’re looking to go up the tree as fast as they 

can, so they’re trying to impress … they don’t care, they just want to be able to show that they’re 

relevant rather than getting it right” (MM10). One media manager offered the following example 

(refer Figure 12) where a ‘joke’ Tweet post by players was widely reported by a variety of media 

organisations as fact: 

They posted a photo of themselves sitting in the front of Sam Mitchell’s car, a whole lot of boxes in 

the back … going, ‘Last day at Hawthorn, thanks for all the memories everyone, now preparing for 

the big drive across the Nullarbor. WA here we come.’ Everybody was convinced they were serious 

because no one rang and asked them … who possibly thinks he gets in the car with his 21-year-old 

teammate and drives across the Nullarbor? And yet they all reported that because nobody went and 

checked … Oh my God. And I think about when I was 21 years old, if I dared submit something like 

that and proven to be wrong, my God would I have got an arse-kicking. (MM14) 
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Figure 12 

Joke Tweet: “Fake News” 

 

Note: “Fake news” tweet (WAtoday, 2016) and article “reporting” on the tweet (The Australian, 

2016).  

 

4.3.11 Celebrity-Style Focus a Concern 

It was regularly perceived by sporting organisations that the job of some sport journalists 

was to ‘troll’ the social media accounts of sport people for story leads, as the previous examples 

have shown (Figures 11 and 12): “[Media organisation] has full-time people just to troll Facebook 

pages, Instagram and all of the rest … and they do pick up on things” (EX25). The celebrity-style 

reporting, described as “an easy get” (EX04) through digital and social media, focused on what is 

happening in their lives off the field, and had nothing to do with their sporting prowess. The celebrity 

status afforded to sport people by the media was likened by one media manager to the tabloid-style 

media interest in movie stars and the royal family:  

A lot of stuff that gets written now … would never have been written about 20 years ago … we don’t 

have a Royal family in Australia, and we don’t have a lot of movie stars living here; we are footballers, 

we have rugby league players in the north and AFL players in the south and they sort of fill up the 

paper from everything to selling houses, getting married, to doing dumb things in the courts. (MM14) 

A sport leader compared the professional sport environment in Australia with that of reality 

TV in the celebrity-style treatment of athletes by the media, with digital media amplifying the 

opportunities:  
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What people have an appetite for is really intimate, holding ourselves bare [stories]. 

Sometimes I say to people I get to run a reality TV show, because it’s got that level of 

introspection about it. I don’t really like it, but I also accept this part of it … the media is 

scrambling, the newspapers are under significant pressure. So, there is going to be a 

scramble for more and more headline stories. Because everyone is looking for something 

that no one else has got. (EX20) 

The trend by some media organisations and reporters for a greater focus on ‘scandal’ or 

issues and the manner in which they are reported was a concern for sporting organisations: “It puts 

a constant strain on the relationship between people in an organisation like ours who deal with the 

media and the media itself … because the media is focused on scandal, our people have to constantly 

be on the alert and on the defensive … and we have to spend a lot of time managing rumours and 

half-truths” (EX24). 

Media managers believed some journalists reporting on sport had no interest in sport, but 

there was “a lot more interest in scuttlebutt” (EX08) or the “salacious headline, the personal story” 

(EX04), while others were pressured to chase scandal to provide something more: “there are some 

journalists now who have no interest in [sport] and are basically gossip columnists who just happen 

to be working in our area rather than pop music or entertainment or something like that … they like 

the whole scene” (MM03); and “They need that extra something, so they are coming up with stuff 

that is probably more led by scandal … so the newspapers are under pressure to give something 

more than what you can find on social media” (MM19). 

Some sport leaders believed that a celebrity-style reporting focus led to what they perceived 

at times as unethical reporting: “There are times that you think how can you actually write that? 

And I think at times they know that and they are decent people, but they are also under significant 

pressure” (EX20). Sport leaders suggested this followed a similar trend in major international 

professional sport: “Overseas models tell you that people are becoming less interested in writing 

about the sport and much more interested in writing about the personalities within it” (EX04). 

Sport leaders believed that the appetite for scandal was driven by the need to produce a 

constant flow of content: “The daily churn of the media is at a much higher rate … they will write 

pretty much anything … but there are far more outlets now for salacious gossip and there’s much 

more of an appetite for scandal” (EX24). Sport leaders were also concerned about the impact of 

reporting on scandal on their organisation and brand: “It’s damaging to our brand … because people 
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believe it” (EX02); and “We've had significant commercial discussions scuppered by things being 

made known to the public that simply weren’t accurate … I don't think people yet have quite the 

appreciation of just how much damage they can do” (EX22). 

Only three participants were not overly concerned about the negative focus. A media 

manager said: “Here’s the reality for us … our team and players are characters in a soap opera. 

Everyone has a role to play in the soap opera. The coverage is free publicity around what we do and 

the positive out of it far outweighs the negative. So don’t get caught up in one or two negatives … 

remember, we’re not guarding the nuclear launch codes” (MM10). Two sport leaders believed that 

it was unrealistic not to expect some negative press and difficult moments: “don’t blink at the 

negative stories, because if you can’t eat one shit sandwich … you are going to get a platter of them 

... if you get a bad headline, just wear it and move on” (EX20); and: “The phrase I use regularly is, 

‘don’t take the soap out of the soap opera’. Let’s face it; everyone is talking about our sport on a 

daily, weekly basis … these are things we shouldn’t take for granted. You can’t enjoy all those 

benefits without occasionally having some difficult moments too” (EX04). 

4.3.12 Relationships Not a Priority for Media 

It was clear from the analysis that sport leaders and media managers believed media 

organisations had prioritised speed, immediacy, headlines and quantity ahead of building and 

maintaining relationships with sporting bodies and their key staff: “So the old days, remember, 

where players had relationships with media are almost completely gone … because they don’t have 

the interaction they used to ... some players are more wary, so they are not opening up as much. 

But journos are also just as willing to shelve blokes because they don’t know them” (MM01). They 

also believed that the deprioritising of relationships extended to formal corporate partnerships with 

media organisations, which did not protect a sporting organisation from the reporting of a scandal: 

“it doesn't matter what your broadcast relationship is; if your media partner is [media organisation] 

that makes zero difference to what they'll put on their front page … they can take down an 

executive, because of a sex scandal” (EX26). 

Media managers recalled sport journalists used to take the time to develop contacts, and 

build relationships and trust with key stakeholders like coaches, players and CEOs; while journalists 

used to be able to ring coaches and players directly and had greater direct personal access for 

interviews:  
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We are always compared with the NFL [National Football League in the United States], the sports 

where the access is sensational. Then we are compared by the veteran journalists to the days when 

they used to ring up players and talk to them freely as well. We are in that period in the middle where 

it looks harder now; but journalists probably can’t have it both ways where they get access, then 

smash them. (MM03) 

Media managers believed the younger, less experienced journalists were prepared to burn 

relationships and either did not have the time because they were “so rushed” (MM10) or were not 

interested in taking the time to develop a rapport with coaches, players and officials: “You have to 

build that trust and that relationship. I can understand why the younger journos out there need to 

make a name for themselves because it is a very competitive industry. But they need to build up 

those relationships first” (MM11); and “You don’t have the young guys coming through, spending 

years and years going to games, getting to know the coach, getting to know the players. So, the 

young guys come in now and … the quickest way to the top is to break a scandal” (MM03). 

While beyond the scope of this study, future research could consider how much changed 

sport media practice has impacted on the media-sport relationship and dynamic from the 

perspective of sport journalists who could argue they don’t have the opportunity to build 

relationships.  

4.4 Summary 

The findings in this chapter indicate that digitisation had presented both opportunities and 

challenges for sport leaders and senior media managers in professional sporting organisations in 

Australia in their day-to-day communication and interactions with media and other key 

stakeholders. The data analysis led to findings that were divided into both an internal and external 

focus, with the overwhelming perception that the role of media, through digitisation, was 

increasingly important to professional sporting organisations. The major themes identified 

highlighted a change in the media-sport hierarchy, with sporting organisations less reliant on media 

and more in control of telling their own story and communicating directly with stakeholders. 

However, traditional media and managing and maintaining relationships with traditional media was 

still important and valued by sporting organisations, who used traditional, and digital/ social media 

performance as one measure of organisational success. 

One pertinent theme that emerged was that the increasing importance of media to sporting 

organisations was causing conflict internally and externally in the competition for constant and 
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unique content as sport bodies begin to operate ‘like media’ to engage directly with stakeholders. 

Sporting organisations were taking control of everyday operations and communication because of 

the technology available and the information/ data that can be gathered and commercial return 

that can be made. At the same time, media organisations struggling to survive had increasingly 

focused on online, reducing staffing levels and the number of experienced and specialist journalists, 

photographers, and camera operators in the field, while desperately trying to fill and feed a 24/7 

news cycle. The drama and theatre of sport provided rich content for the constant and rapidly 

changing news cycle and media organisations needed and wanted the same content that the 

sporting organisations had direct access to, while fans and members were also demanding more, 

from breaking news, instant statistics and exclusive behind-the-scenes interviews, photos, and 

videos to live sport access on any device, any time. 

As part of an important first stage of the study using the three central dimensions theoretical 

framework, this chapter established that media today—especially digital and social media—are 

perceived to be important and have an influence on the everyday operations and communication 

practice of professional sporting organisations in Australia. Using the dimension of perception as 

the starting point, the changes in the perception of the environment are considered characteristic 

of mediatisation on an organisation level. The following two chapters will explore how sporting 

organisations have reacted to the perception of a growing importance of digital media and identify  

changes they have made in the dimensions of structure and practice.  
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Chapter 5: Dimension of Structure 

This chapter is focused on findings related to the dimension of structure, the second 

dimension of the multi-level structured framework being applied to this study, which offers an 

important framework for investigating mediatisation approaches (Frandsen, 2013; 2015; 2020). In 

early mediatisation studies the “dimension of structure” referred to “the organisation … acting and 

making structural changes as a result of a perceived importance of media and communications” 

(Donges 2008). Mediatisation is seen as a reaction (of sporting organisations) to “perceiving the 

media and mediated communications as gaining in importance in their environment” and the 

reaction implies changes in “organisational structure (rules and resources for communication) and 

behaviour (degree and form of communication output)” (Brandli et al., 2011; Donges & Jarren, 

2014). 

The dimension of structure was applied to this study to address Research Question 2: “How 

are professional sporting organisations changing to address the pressures and opportunities 

afforded by mediatisation?” Sport leaders and media managers focused on structural adaptations, 

including changes to the roles and responsibilities of the communication unit in the organisation 

and the positioning of the communication unit within the organisational structure; changes to 

resources, including money spent on staff resources and equipment and time spent on 

communication management; and changes to the use of formalised strategies. 

5.1 Findings: Structure 

       The findings for the structure component of the theoretical model in this section focus on a 

number of themes that emerged from the data analysis relating to the ways that sporting 

organisations are influenced, and the ways they are reacting in changing and adapting as a 

consequence of perceiving the media and mediated communication as gaining importance in their 

environment. The themes that were regularly mentioned include: elevated status of the 

communication function; changed department and reporting structures; changed staffing profile 

(skillsets, professionalism and merit); and the rise of the independent digital media unit alongside 

associated internal and external conflicts and tensions. 
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5.2 Changes in Ways of Organising/ Managing Communication: Organisational Structure 

Analysis provided strong evidence that sporting organisations had perceived the importance 

of media, internally and externally, and had acted. The pressures and opportunities afforded by 

mediatisation have led sporting organisations to make changes to the roles and responsibilities of 

the media manager and the communication unit; and to increase prioritisation of strategic and 

operational communication, elevating the status of the communication function in the 

organisational structure. 

5.2.1 Change of Responsibilities 

Media managers and sport leaders were asked to describe the key role of media managers 

today and outline what had changed as a consequence of digitisation. Acknowledging the past helps 

to understand how the role has changed today in the context of changes to the media landscape. 

An analysis of historical change over a defined timescale is considered one of the two crucial 

features to “count” as a study of mediatisation (Livingstone & Lunt, 2014, p. 706). One sport leader, 

who had worked in the sport industry for more than 30 years, provided the following reflection on 

the role of media in a sporting organisation prior to digitisation. His experience was similar to other 

reflections on the past. He said that when he started work as a CEO in 1990 with a professional 

sporting organisation, there were no specialist “communication people”. The responsibility to deal 

with media was in the hands of four people; the coach, football manager, CEO and the president: 

“Things like media guidelines … if clubs had them, they were sort of innovative, actually. Really, back 

in those years, you had only three departments—football, commercial, and finance. One spent the 

money, one made the money, and one watched over the money” (EX25). 

The sport leader recalled that dealing with traditional media entailed a relatively simple 

formula which generally involved media calling the CEO or senior coach directly, although eventually 

football managers would manage that process: “they had this freelance type of philosophy and 

practice … basically there was this open access, and it was only the clever clubs that actually started 

formulating media policy and media strategy. Before that, dealing with the media was a strategy” 

(EX25). He said the handful of clubs concerned with a media agenda in the early 90s was considered 

“innovative benchmark practice”, but by the mid to late 90s every club had started to employ 

“communicators or public relations officers … they had various names”. The bias in the club would 

determine where the role was “housed”:h 
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The benchmark was whole-of-club, but you did have some clubs that just basically used the 

communicator or that person you had, in the football department, normally answerable to the CEO; 

but in some cases, answerable to the football manager. So, it was very much a football strategy as 

distinct from a club strategy. (EX25) 

He acknowledged the rise of social media in the first decade of the 21st century and its 

influence on changing the function and importance of the communication role in the organisation: 

“We started to realise social media was ultra-important for the future, although we weren’t sure 

how it was going to work. We knew we needed to invest in it and think about it more seriously; how 

best to use it to help implement our business plan and lead strategy” (EX25). The organisation now 

has a General Manager - Media, Broadcasting, and Strategy—a title that has changed three times—

who reports to the CEO and is a member of the organisation’s executive management team: “It’s a 

much more important responsibility now than it used to be five years ago … there’s no doubt” 

(EX25). 

 5.2.1.1  Strategic Communication. It was evident from the findings that changes to the 

media landscape and the affordances of digitisation had driven the need for media managers in 

sporting organisations to be more strategic in their everyday practice, shifting from a purely 

technical role to that of a tactician. Data analysis supported this finding, showing that 100% of media 

managers and 77% of sport leaders in the study referred to strategy and/or the more strategic 

nature of the communication function when asked to describe the role of the media manager today, 

and what had changed compared with the role a decade or more ago. They referred to strategy 

being a key focus of communication management today, whereby no decision was made on a whim, 

with media managers charged with increased responsibility in juggling, balancing, and managing 

conflicting stakeholder interests. 

The focus on strategic communication (refer to quotes, Table 5) was a reaction by sporting 

organisations to a real, as well as perceived, importance of the media role and communication 

function within the organisation. It indicated a significant shift in status and responsibility, which 

had seen the traditional media manager role change from general media management to a more 

strategic communication role, with many elevated to senior executive status: “The head of comms 

[communication] has gone from being a media manager to strategic advisor. It’s more sophisticated 

now; a really important role” (EX26). 
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Sport leaders regularly referred to a more strategic approach to communication being “very 

important” from a business perspective and in the overall organisational strategic plan (refer Figure 

13): “Five to 10 years ago that person was football centric, now the role is much broader around 

strategic comms, government policy, social causes and day to day on field. Less spin, more shaping” 

(EX04); and “It’s more strategic … everything revolves around the comms strategy, so it is actually 

probably one of the bigger components of our organisation” (EX08). 

Other sport leaders talked about the need for a “more strategic … kind of mindset” and to 

“have your strategic head on” because of the nature of sport as a business and the role of 

stakeholders and shareholders in that business environment: “It’s a different kind of [strategic] 

mindset now … we need to remember we are operating in the entertainment sector; there is a 

showbiz aspect to it” (EX16); and: 

Having decisions guided by a deep understanding of your relationships with your fans and your other 

stakeholders and shareholders is more important than ever … sometimes what the newspapers want 

you to do is just not anywhere near what your fans or your shareholders or stakeholders need you 

to do. You have to have your strategic head on to do that. (EX26) 

Responses from media managers reflected the views of the sport leaders, with one 

participant referring to the change in the role from being operational to strategic: “I see myself as 

more of the strategic relationship person, not the doer in that media space … the eyes that are 

thinking” (MM06). Media managers described how a strategic communication approach enabled 

them to have greater control and more options in telling their story: “The role has become more 

strategic; you lead the charge in producing your own content. There are more opportunities now of 

controlling the message” (MM06); “So I think strategically in those areas you’ve got to use the 

desperation that they have ... you actually have an opportunity to put things on a plate for them 

and they will use it” (MM01); and “We are more strategic; one of the things is really about us trying 

to own the story of our sport in Australia” (MM15). 

Media managers stressed the importance of aligning the communication strategy with the 

strategic plan of the business, with Figure 13 giving an example of sections of a sporting 

organisation’s strategic plan which references communication and digital platforms as key priorities: 

“You’ve got to understand what the business is trying to do. You’ve actually got to be driving towards 

something because otherwise your role is really not relevant to the business … the business strategy 

is important because the communication strategy has got to align to that” (MM19). Other media 
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managers described the need for a more targeted and strategic approach to communication with 

stakeholders: “I’m engaging with more stakeholders - not just media - but fans, sponsors etc. There 

is a lot more to do and lot more to think about. You have to be more strategic; there are more 

options" (MM09); and “You have to be more strategic, rather than bombing out endless press 

releases, hoping to Christ somebody reads it” (MM13). 

Figure 13 

Sporting Organisation Strategic Plan Referencing Communication Priorities (National Rugby 

League, 2018, p. 3) 

 

5.2.1.2 Broader role. Both sport leaders and media managers acknowledged the 

communication function in sporting organisations is much broader now than when they started 

working in the industry in the previous decade, with communication departments having grown 

and developed digital communication capacities that align with organisational strategy, needs and 

resources. “They are involved with handling sensitive issues … I take advice from the comms team. 

There is also greater demand for content” (EX20). Sport leaders believed that despite media 

organisations having fewer resources, media managers had to manage greater 24/7 content 
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demands (internally and externally) and a greater volume of issues as a consequence of the new 

media landscape: “There is less media to deal with … but definitely more to deal with in terms of 

gossip, speculation and not bothering to check facts, because of 24/7 content needs” (EX02). 

Media managers believed that changes in the media landscape had contributed to changes 

in their role, making it more demanding, including playing a more important part in the organisation: 

“The role is vitally important … risk management and crisis management protocols have changed a 

lot because of social media … There is a lot more stress. You are never off. You are on 24 hours a 

day, seven days a week” (MM11). Communication now has a commercial focus and benefit to the 

organisation that it didn’t have previously, increasing its value to the business on another level: 

“Back when I started; media was just media. They basically were not in our budget … whereas now, 

all of our commercial contracts would have some form of media component in it … and now it has 

a real dollar figure attached to it” (MM06). 

5.2.1.3 Grow and Protect Brand. Media managers identified growing and protecting an 

organisation’s brand as one of their key functions as part of the more strategic focus in the new and 

diverse media environment, a strong indication of the increased importance of the role. They 

achieved this function through their everyday practice, which today has an even greater focus on 

stakeholders in a saturated market: “We want our supporters in particular, and the general public, 

to fall in love with our people and our club because, in life and in sport, what people feel is much 

more important than what they think … it sustains you when things aren’t good. That’s the core 

essence of what we try and do” (MM10); and “My role is to build awareness, exposure, coverage of 

the sport. It’s a very crowded market” (MM15). A sport leader explained this function had become 

more important because of the diverse media landscape: “The skills of managing reputation and 

brand are more important because of the fracturing of media” (EX26). 

5.2.1.4 Owned Content and Storytelling. Sport leaders and media managers commonly 

identified a greater focus on “owned content” (production and distribution) and storytelling; as well 

as on increased internal needs, servicing other departments, especially commercial, as another 

important change in the function of the contemporary media manager: “We don’t need to rely on 

traditional media to be a content distributor; we create our own compelling content and distribute 

it—we can publish and not rely on media” (EX23). 

In the new media environment, with multiple platforms and channels, media managers now, 
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more than ever, have more choices and more opportunities to ‘control’ their messaging and where 

they tell their brand story (on their own channels first or traditional media) which have forced them 

to be more strategic in their decision-making. One media manager described it as “just trying to 

feed the beast” (MM01): “It’s just a changing landscape and we don’t rely on the media any more 

to drive our messaging. We can do it ourselves” (MM07); and “You have to use different channels 

to speak to different stakeholders. Managing internal comms and trying to drive external comms … 

our sport is not a huge media conglomerate … we have to search out, entice media” (MM07). Media 

managers are also required to drive and deliver regular owned content which promotes key 

organisation messages: "It's about messaging; what's our position on everything. How are we going 

to handle certain things? It’s always been strategic … there’s just more outlets" (MM10). 
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Table 5 

Themed Quotes 

 
Note: A sample of themed quotes relating to changes in ways of organising/ managing 

communication: organisational structure. 

5.2.2 Prioritising of Media and Communication 

It was clear from the findings that change in organisational structure is occurring, but it is 

not uniform across all sporting organisations. It is an area of ongoing debate, with evidence of 

multiple restructures and no organisation having the same structure for the communication 

function of the business, as well as many different job titles for the role of the media manager. 

Analysis indicates that getting the right structure is a constant challenge and source of internal 

conflict and tension: “The speed at which it is being disrupted … everyone is playing catch-up and 

working out how to keep up. I am mindful of not suffering from FOMO; what do we actually need 

to achieve outcomes?” (EX21). Discussion focused on the line of reporting for the media manager; 
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whether the media manager is part of the senior executive; and the positioning of the media/ 

communication function as a stand-alone unit or part of a broader department of the business. The 

elevation or inclusion of the media manager on the senior executive with a “voice at the table” was 

a key concern for media managers. Table 6 provides a summary of media manager job titles, internal 

reporting, and organisational structures. 

5.2.2.1  Job Title. Findings indicated that this was an area of great change, upheaval, and 

uncertainty. Almost every organisation has a different structure and the media manager has a 

different title (refer Table 6), which was identified in the findings in the previous section that 

outlined how the roles and responsibilities have changed. The many and varied titles were indicative 

of the broader functions of the media manager and changes to the organisational structure as a 

result of re-prioritising of media and communication based on business priorities and strategy. 

Several organisations had undergone restructures, some two to three times in the past 10 years; 

and others were still restructuring and constantly evolving and growing because of the new and 

expanded capabilities of the media and communication area: “In 2014–15 we had seven staff in 

media and comms … mid-2016 we did a restructure and increased staff to nine; in late 2017 we did 

another restructure and are looking to bring video in-house. We are readjusting our focus around 

what the strategic priorities are from a Board perspective” (MM18). 

Data suggested that the role of the media manager 10 years ago had outgrown that title, 

with responsibilities today extending beyond what the title suggests, to simply manage media, to a 

“more important” role involving strategic communication. The titles of people working in these roles 

varied, but the researcher has referred to all 14 participants working in the roles and interviewed 

for this study as media managers (MM). Table 6 reveals that only 14% of participants were still called 

media managers, while three others have the titles of corporate affairs and media manager; media 

relations manager; and media and communication manager. There were six general managers with 

a variety of responsibilities, all of them different (marketing, events and communication; marketing, 

communication and membership; digital, media and communication; media, broadcasting and 

strategy; media and communication; and corporate affairs) and three heads of departments, again 

all different (media and communication; communication; and communication and corporate 

affairs). One media manager said: “My title has changed three times: I started as General Manager 

Media and Public (Community) Rrelations and held that role from March 2003 to January 2011; then 

I became the General Manager Media, Broadcasting, and Digital until November 2015; and I am 
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currently General Manager Media, Broadcasting, and Strategy” (MM10); while another described a 

recent change to include government relations in his title as a “bit of a game-changer” (MM19), 

switching from Head of Communication to General Manager Corporate Affairs (Government 

Relations and Communication). 

A point of interest is the titles of the media managers working with national sporting 

organisations (NSOs) as shown in Table 6, compared with those working with national league 

teams (NLTs). The NSO titles had a strong and specific communication and corporate affairs focus, 

and 71% were either general managers or heads of departments. In contrast, for the NLTs, 57% of 

the titles were general managers, but juggling a number of different areas of the business, so not 

communication “specialists”; two were media managers, and the other a corporate affairs and 

media manager. 
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Table 6 

Summary of MM Job Titles, Internal Reporting and Organisational Structures
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5.2.2.2 Internal Organisational Structure. Given the many different media manager job 

titles, it was not surprising to find that the organisational structure relating to the media manager 

role and the media and communication department in the 14 sporting bodies in this study were also 

very different. Table 6 reveals that nine have stand-alone media and communication departments, 

with a variety of names including public affairs and corporate affairs: “Media and communication is 

now a stand-alone department; no longer part of marketing/ commercial; a general manager of 

communication has been appointed” (MM01); and “Media is stand-alone; social media has been 

split out and is now under commercial” (MM9). Whereas three organisations have media and 

communication positioned within commercial and/or marketing departments: “Media is currently 

part of the commercial and marketing department … it’s about to become stand-alone, one of four 

pillars in the business” (MM18); and two organisations have media and communication as part of 

multi-stream departments, incorporating marketing, membership, events and/or ticketing: “My 

team kind of breaks down into three streams … there is the communication stream, which includes 

traditional comms, and social, digital and video. Then I have an events stream … running all the elite 

competitions through to the grass roots … then I have a membership and ticketing stream” (MM06). 

Digital media departments are separate from traditional media and communication departments in 

half of the organisations: “Media has its own department; digital is separate but we work closely 

together” (MM14); and “They are trying to be independent, with their own head of digital who will 

run the site and produce the news … they will be in a different building” (MM03). 

Data review highlighted some key differences around the positioning of both the media and 

communication department and digital in the organisational structure of NSOs compared with NLTs. 

More than 70% of the NSOs had stand-alone media and communication departments, with the 

others set up as part of communication/ marketing and marketing/ commercial departments. Of 

the NSOs, only one has a digital unit within the media and communication department; two are 

within other departments of the business, while four have completely independent digital units 

(external to the business). Of the two NSOs whose media and communication departments were 

not stand-alone, one was about to change as part of a restructure: “At the moment I have eight 

direct reports and that will go down to four in the areas of sport, business, events and media … 

media reports to the head of marketing currently. Under the new structure, the head of that 

department will report directly to me and that person will sit on the senior executive” (EX21). 
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The other NSO, which had communication positioned within the marketing department 

under a chief marketing officer, was not a model that the senior executive of that organisation 

agreed with, and one which she believed highlighted a common tension in many sporting 

organisations: “It’s a core battle internally, marketing versus communication. It is an ongoing 

methodological and structural debate, not particular to one sport. I liken it to ‘Game of Thrones—

Winterfell vs. Westross’. Media reports in to marketing and commercial. I disagree with that … the 

chief marketing officer and corporate affairs are really fundamentally different" (EX26). 

One NSO media manager said that from his experience across a number of different sporting 

organisations and major events, communication generally was either a stand-alone department or 

part of a broader corporate affairs department with government relations and community 

engagement: “If it is in with marketing and commercial, I am comfortable with that as long as there 

is solid dialogue and interaction, and marketing supports PR and vice versa” (MM12). Another NSO 

media manager said communication had been reprioritised in his organisation after being 

“deprioritised”, but he was still not happy with the structure: “We recently restructured from 

communication to corporate affairs to include communication and government relations; we have 

a GM corporate affairs, public affairs manager, national teams manager, communication advisor, 

media coordinator and a part-time government relations manager … I don’t like it (the structure). 

We need more government relations expertise. We are split 80–20 to communication expertise” 

(MM19). 

In contrast to the NSOs, 57% of the NLTs have stand-alone media and communication 

departments: “It sits by itself, but it’s a quasi-mix of marketing and media to the side of commercial. 

It’s not on the senior executive; the CEO and Head of Commercial determine strategy” (EX27). One 

media manager said the CEO’s decision to make communication a stand-alone department with the 

“same presence as other departments”, along with the appointment of a General Manager of 

Communication, equal with the Commercial Manager, was a first in his sport and a positive move 

internally: “It was a problem when communication sat under commercial … we had a marketing 

person in charge of communication through commercial for the last few years. It was a disaster” 

(MM01). In the other NLTs, two feature media as part of multi-stream departments; and one is part 

of the commercial department: “Currently it’s part of marketing, communication, and events, with 

a new GM … if we had the resourcing, it needs its own GM. Probably [with] future iterations in the 

next two years it would come into its own right” (EX05). One senior leader said the organisational 
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structure in the area of media and communication in national league teams was “constantly 

evolving”:  

There are less consultants … most clubs bring the media role in-house. There are two 

common structures; one is in marketing and commercial, sits on the executive and 

media reports in; or there is a head of comms, who organically is like a strategic 

advisor to the CEO. It is more sophisticated now … regardless of structure, there is a 

sense it's an important role. (EX26) 

Almost 86% of the NLTs have digital staff integrated into the communication teams, with 

only one positioned within the commercial department, not within media and communication. 

There were no independent digital media units, as is the case with four NSOs. The following sections 

of this chapter relating to resources, including human and financial resources, will offer some 

explanations and understanding of the differences, which are primarily related to the NSOs being 

better placed financially to establish independent digital media units than the NLTs. 

The reporting structure also varied, although in the majority of organisations (79%) the head 

of the media and communication area reported directly to the CEO; one reported directly to the 

Chief Operating Officer (COO) and two reported to the Head of Commercial. The sport leaders had 

differing views on structure, some related to the organisation’s size and financial resources, business 

priorities and strategy. One CEO, who recently restructured the organisation to make media and 

communication a stand-alone department, no longer under commercial, with a new executive head 

on the senior executive, said it was important for the communication department to report directly 

to him: “I don’t want someone in commercial making decisions for communication because 

commercial, although it’s a big part of our business, it’s only one part” (EX20). 

The reporting structure in the NSOs and NLTs was similar, with 57% of media managers in  

the seven NSOs reporting directly to the CEO, while 71% of NLT media managers reported directly 

to CEOs: “The head of media and comms sits on the executive and reports directly to the CEO. There 

was a change in the role in 2012 to the executive because of a new CEO with a new business focus” 

(EX04). The remaining two NLT media managers reported to a commercial manager and a general 

manager of communication; while the other three NSO media managers reported to a head of 

commercial and marketing, a chief operating officer and a head of public affairs: “He reports to 

commercial; has fortnightly catch-ups and sits in executive meetings … that wasn’t the case eight 

months ago where he did not have a seat in the executive. At the national office the media manager 
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reports directly to the CEO and I can see benefit in that, but this organisation is a small business, not 

the same structure” (EX23). 

An interesting point was that none of the organisations described communication as 

currently being positioned within the football or equivalent high-performance sport departments of 

the business, which was commonly the case some 20 years ago as described in the reflection at the 

start of the chapter. One sport leader said it was important not to let “the footy department run 

communication”: “We learned that the hard way. We can’t let the senior coach determine what the 

club policy should be on player interviews” (EX25). However, he admitted that it still happened 

“every now and again”. 

Some media managers also confirmed that coaches still have an influence on the 

organisation’s media and communication strategy, which added a further layer of complexity if 

coaches had a negative perception about working with the media and the need to engage: “It’s the 

perception of the coaches … there’s some old school thinking rather than some new school thinking. 

They seem to think they are dealing with the nuclear launch codes here and we’re going to lose the 

game if somebody says something (in the media). That’s rubbish” (MM10); “I have had some 

challenges with coaches … we used to have a bit of a saying … sometimes you have to choose fans 

over [sport]; being the [sport] department's opinions versus what you think is the best outcome for 

the fans. A [sport] club is there to win games at the end of the day, so where do you find that 

balance?” (MM06); and “Our coach is very media savvy …  but he considers what is written in the 

media to have a direct effect on his team … whether it’s stuff that we do in the media, or the 

journalists write, so I work with him each week on key messaging for him” (MM09). 

5.2.2.3 Elevated Status. Table 6 shows that only two media managers (14%)—one with a 

NLT and one with a NSO—were not part of the organisation’s senior executive, and one of those 

was set to be included in a restructure of the national body: “I work closely with the owner, 

executive chairman, the CEO and COO … I couldn’t work in this role unless I felt like I have a voice, 

an influence, a say and good access to the CEO and powers that be …” (MM15). The media managers 

felt very strongly about their position in the organisation and having the opportunity to have a voice: 

“If you haven't had the bloodbath in the executive room and you get out in public, it's going to be a 

much uglier bloodbath. I don't think a lot of people quite understand that's what a comms person 

can do for them” (MM13). Historically, the media and communication department in many sporting 
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organisations have not been represented on senior executives, but findings in this study clearly 

highlighted a shift in this area. One media manager (MM12) said that he was not interested in being 

part of an organisation where “everybody else decides what’s going to happen and then someone 

says, OK, we are going to do this now and write a press release”. He believed that the role requires 

being able to make a strategic approach “from the beginning and not at the end”: “I always insist on 

being part of the senior management team and I will report directly to the CEO and preferably sit in 

on Board meetings and work with the Chairman as well. Anything less than that, I am not really 

interested” (MM12). 

Another media manager (MM13) said his organisation had made a recent structural change 

(2017) to include the new role of Head of Public Affairs. He works with the chairman and CEO “as 

closely as he will allow”, and while he attended all senior executive meetings, he was not in Board 

meetings the whole time. The media manager disagreed with this approach but said it was the 

“culture of the organisation”: “A few months prior to me starting, communication didn’t have a seat 

at the [senior executive] table which I perceived to be a negative … it would never occur to anybody 

to hold an executive or a Board meeting without the head of finance in the room, but 

communication is not always there. You would probably tell me that is entirely typical of the 

discipline” (MM13). He believed this was because: 

organisations perceive comms as being outward, that that’s its job, and to broadcast, so when we're 

ready to talk to the outside world we’ll call in the comms person and he’s the megaphone for that 

and when I don’t need a megaphone, I just leave it in the cupboard to have it with me all the time. 

But arguably, the comms role is actually more internal than external. External should be the last 

thing. (MM13) 

Other media managers described working closely with their CEOs (refer Table 6), having their 

confidence and respect, in addition to being part of the senior executive and decision-making in the 

organisation: “You certainly get a stronger voice at the table … everyone in the business is more 

aware. I meet with the CEO several times a day. I update him … I make sure he has the right visibility 

and is in the right places” (MM03); and “A lot of places see you as an extension of the media, but I 

have the reverse of that, so I am in the loop” (MM10). 
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5.3 Changes in Resourcing: Staff, Time, and Money 

In line with the findings in the previous section which identified changes to the role of the 

media manager and communication function, as well as the organisational structure, my analysis 

shows that sporting organisations have also made changes to resources—staff, money, and time—

devoted to and invested in an organisation’s communication management. Not surprisingly, 

resourcing issues of tier one national sporting organisations (NSO) compared with tier three national 

league teams (NLT) is very different. The changes vary from organisation to organisation, particularly 

between the different levels (NSO versus NLT) as well as between different sporting organisations 

within each of the three tiers (refer Figure 1).  

5.3.1 Staffing Levels and Money Spent 

Analysis of interview data, as outlined in Table 7, found that 79% of sporting organisations 

had experienced increases in staff levels in media/ communication departments, some from as little 

as growing by one while others had expanded to establishing huge independent digital media units 

with more than 100 staff. Two organisations had full-time staff numbers remain the same, however, 

they boosted staff resources by using a mixture of external contractors, freelancers, and interns. 

Only one organisation showed a decrease in staff in the media/ communication department, but 

this was a result of the organisation splitting traditional and digital/ social media and therefore 

separating the staff—but the overall numbers of communication staff across traditional and digital/ 

social media combined increased. 

All sport leaders and media managers acknowledged that decisions relating to budget, 

structure and resourcing were made by the Board and CEO, and these decisions were aligned with 

the overarching business strategy. The key themes and issues to emerge included: most 

organisations wanted more staff, especially in the area of digital/ social/ video specialists; the staff 

increases had been in specialist roles—digital, social, and video in particular—with many of those 

roles now coming in-house, rather than out-sourced; others had employed in-house graphic 

designers and photographers; some were still outsourced or contracted; there were more roles and 

opportunities for experienced media managers to be employed in senior executive communication 

positions; more casual/ contract opportunities for freelance writers, photographers and 

videographers; and more money was being spent on staffing in general and improving equipment, 

such as still cameras and video cameras. Notably, not all organisations were able to invest the same 
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amount of money, while others had experienced their biggest investment in this area (refer Table 

7). 

Table 7 

Staff Levels and Size 

 
Note: Summary of staff numbers and key changes in staff size in media and communication 

departments of professional sporting organisations in Australia.  

Abbreviations in Table 7: b’cast – broadcast; comms – communication; corp – corporate; dept – 

department; FT – full-time; govt – government; m’ment – management; nos – numbers; ops – 

operations; PR – public relations; PT – part-time; snr exec – senior executive.  
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5.3.1.1 Staff Levels and Size. Analysis of staff resources highlighted the different 

organisational structures within each sporting organisation, at both a national sporting organisation 

level (NSO) and a national league team (NLT) level. Four of the NSOs (57%) had independent digital 

media units that were staffed separately from the traditional media and communication 

departments; while digital needs in two NSOs were staffed through marketing/ commercial 

departments and only one was included in the staffing of the media and communication 

department: “We’ve put a lot of attention into building our own digital platforms and doing things 

ourselves … if we do a media call, going out and filming it ourselves and sending around the 

networks. It’s like our own media unit within the organisation” (MM18). 

In contrast, only one of the NLTs (14%) had separated traditional media staff from digital and 

social media staff: “Digital has been separated from media and comms and is now under 

commercial. Media only has two staff now but there are seven in digital under commercial with a 

head of digital. Other clubs have three in media/ comms” (MM10). The others were all staffed 

through the media and communication departments. 

Among the seven NSOs, the differences between the three tiers of sport (refer Figure 1) was 

also significant. As a tier one sport, the AFL was an early adopter and led the way in terms of 

establishing an independent external media unit in 2012. The internal media and communication 

department had nine staff in addition to the AFL Media Unit, which was responsible for website, 
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digital and social, and employed more than 100 staff: “We have a stand-alone media department of 

nine which is big for a sporting organisation. Roles include a female head of the department, a 

comms executive, senior strategy and tactics, two PR staff, three media assistants, one on outreach 

programs. Digital is a completely separate independent unit, AFL Media, with over 100 staff” (MM*). 

Another tier one sport, the NRL, followed the AFL’s lead five years later (December 2017), 

launching an independent digital media unit with more than 70 staff; while its internal media and 

communication team had been relatively stable, increasing from five to six: “We have under-

invested in media and comms over a long period of time … the next cycle (broadcast rights deal) will 

probably be the biggest spend, particularly in digital, that we have ever had” (EX*). The third tier 

one sport, Cricket Australia, also had a modest increase in traditional media staff, from seven to 

eight (in 12 months), but established an independent digital media unit in 2014 which now has at 

least 50 staff (increased from two). 

One of the two tier two NSOs, Rugby Australia, was staffed similarly to the tier one sports in 

that it had a separate digital media unit, with a staff of at least 50, in addition to a full-time 

communication staff of six (an increase of two in two years). The other tier two sport, Football 

Federation Australia (soccer), was in a transformation stage, preparing to establish an independent 

digital media unit, and had a modest full-time staff of five in media and communication, with digital 

staff in a separate department (marketing and commercial). The organisation’s MM believed that 

the two areas need to be “more integrated”: “At the start I virtually had no involvement with digital 

… essentially I don’t need to be across everything they are doing, but I want to make sure it is 

aligned. We are still on a journey … it’s still not quite right but we’re moving more in the right 

direction. The focus was too much on football media before” (MM*). 

Tier three sport, Netball Australia, employed nine staff in total, inclusive of an internal 

“media unit”, along with content and video contributors: “We increased our staff to nine (2016). 

We split the team in two with a head of marketing and a head of comms; one side was looking after 

the national team and events; the other, participation. The video resource has been external, a 

freelancer; we had no budget for it to be full-time” (MM*). The other tier three sporting 

organisation, the National Basketball League, had one full-time media manager and a separate 

digital team, as well as contributors and an external broadcast production arrangement: “We’re 

pretty lean compared to other leagues … the NRL and AFL have a team of people working across 
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comms … and in clubland, resources are pretty thin on the ground. You have one person doing a 

multitude of roles; they’re working across traditional media plus the digital side having to deliver it 

all … so they’re a bit stretched” (MM*). 

Similar differences can be seen between national league teams from the different tiers of 

sports. One tier one NRL club has invested heavily in communication with a staff of seven, including 

specialist video and social media staff: “We have invested in communication … because that is where 

we needed to head. The vision was for a service centre for every area of the business, run like a 

quasi-newsroom. We have resourced up; we had two in the area when I started seven years ago; 

now there are seven. I anticipate 10 in the next two years” (EX*). In contrast - tier two sports, rugby 

union and soccer - are “stretched”, with small staff numbers of two and four people responsible for 

managing and producing all the organisation’s communication needs: “Our media team has doubled 

from one to two. I would love to invest more, particularly around the social media space, but I can’t 

afford to. You have got to talk to the people where the people are” (EX*). 

Tier three sports, netball and basketball, have increased full-time staff from one to four and 

two to four respectively in just a few years, as well as supplementing their modest numbers of staff 

by relying on freelancers, contractors and interns to help satisfy digital and social content needs: 

“Growing in a legitimate sense from … bringing new staff on in a full-time capacity in terms of video 

producers … and from an intern perspective … there are a lot that come in on game day or come in 

during the week. There’s a lot of content creation. It’s all pretty much geared around the content 

piece” (EX*). 

5.3.1.2 Strategy and Expenditure. Sport leaders acknowledged that decisions about staffing 

and expenditure on resources were determined by the CEO in conjunction with the Board and 

aligned with the organisation’s strategic objectives: “It was an organisational strategic decision to 

invest in digital … you can’t ignore it because it is the way our consumers want to communicate” 

(EX16). Some sporting organisations have invested heavily as a result: “Staffing is based on strategic 

decisions … we added a video resource and have a dedicated female comms and social media 

resource and head of comms. Staff has increased from two to five in recent years. We supplement 

with external video and photographers when needed” (EX02); and “An executive general manager 

(media and comms) was created; it didn’t exist prior to 2017 … the main driver was to get a lot more 

coordination across corporate affairs and elevate government relations and communication into the 
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senior executive team, acknowledging the significance of both those things to the business” (EX24), 

(refer to quotes, Table 8). Other organisations have not been able to invest in extra resources 

because of financial constraints, while some senior leaders lamented that the issue was based on a 

difficulty in justifying expenditure and showing a return on the investment in the media and 

communication area: “We are a conservative organisation; resourcing is a real challenge … we 

probably stretch ourselves. We have increased our resources, but we would always like to be a little 

richer in resourcing around the media area. It’s a constant challenge because it is a soft resource. 

How do I show a direct return on investment? … it is quite clouded” (EX05). 

At the same time, many media managers expressed frustration at a lack of expenditure on 

resources, despite sporting organisations recognising the importance of media and communication 

to the business. Factors were identified, with a key issue again being the perceived inability to prove 

a return on investment (ROI) in media and communication, and quantifying the value of trouble 

prevented and limiting brand damage through a well-managed communication strategy. This was 

also acknowledged by sport leaders, and it was as much an issue for the top tier NSOs as for the 

lower tier NLTs: “It is pretty difficult to increase resources for us because the business judgement is 

that any new headcount must have a demonstrated financial return, which in comms as you know, 

doesn’t exist. We can never quantify the value of what we bring to the table” (MM13); and “We 

spend a chunk of our time and resources helping clubs. You can always find the money for a second 

dietician, but we can’t find the money for senior comms staff; because the money for that … how 

do you see the trouble you have prevented or the things you have promoted as distinct from this 

weights person here does 27 sessions with nine people?” (MM14). 

Media managers also believed that sporting organisations prioritised expenditure in other 

areas, like high performance facilities (refer Figure 14), equipment, staff and athletes, over 

expenditure in media and communication: “Clubs are struggling with (media) resources; money is 

not being spent even though it is seen as important, but probably other things are a bit more 

important” (MM15); and “Because of the organisation’s limitations on what they can spend and 

resource in marketing, communication is really important, but compared to other sports and how 

they are resourced, we look behind. There are always levers you can pull depending on what your 

priorities are” (MM19).  

Media managers of tier three NLTs said that the overall budget and budget allocated 
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specifically to spend on media and communication was a major problem for the smaller-scale sports: 

“The challenges are always resourcing. We don’t have anywhere near the budgets of other sporting 

organisations, the large-scale ones like your AFLs, but we are expected to output quite a large 

volume … and we don’t have the buying power either” (MM*); and “convincing the CEO that you 

need money in these areas where traditionally you haven’t [is a challenge]. Media wasn’t really a 

marketing tool when I first started, whereas now you are using social and boosting posts, selling 

tickets through it … then there is equipment and new technologies, new website platforms” (MM*). 

Figure 14 

Investing in High Performance: State-of-the-Art Facilities for Some Elite Sporting Teams 

 

 

5.3.1.3 Specialist Roles. The findings, as summarised in Table 7, clearly showed that sporting 

organisations across the board had most commonly increased staffing levels by recruiting those with 

specialist digital and social media skills as well as videographers. Many of the staff have tertiary 

qualifications in these areas, as universities have also catered for the changing roles: “So we now 

have a video and social producer who is trained, actually gone to university and done degrees in 

that stuff, whereas that wouldn’t have previously been so defined in their qualifications, in their 

roles” (MM06). This was evident for both NSOs and NLTs and across all tiers of sporting 

organisations: “The most important investment was the right person for social media to give the 

[sporting organisation] its own personality, not just for disseminating information. All staff are 

extremely qualified and professional, but from very different backgrounds—not necessarily [specific 

sport] or sport [generally]” (EX22); “The skillset [is the biggest change]. Gone are the days of the 

passionate fan who dabbled in that area. You're hiring for aptitude. If you've got the passion and [if] 

you're a fan that's a bonus, absolutely, but you need to have the strong core skill set. You need to 
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be a professional. And you need to understand the bigger picture" (EX27); and “It hasn’t grown in 

terms of bodies but it certainly has in terms of their expertise … we have a video and social producer 

with university qualifications in that area … all-rounders don’t have the time,  they have to keep up 

with trends … if I think back to even five years ago, there wasn't dedicated roles as there is now” 

(MM06). 

Other specialist roles had included graphic designers and photographers, with more being 

brought in-house: “Internally, resources have increased. We have added five staff—all multimedia 

content producers with video and graphic design skills. The staff has gone up to seven [from one], 

brought on by social media. We used to spend a lot of money on outside production costs and we 

have brought that all in-house now” (MM01). The primary focus of the additional resourcing was to 

produce content, with internal demands growing: “The digital stuff is where it’s grown for sure. We 

have about seven people working on that side of it … where it’s changed is that people are producing 

their own content and being able to go directly to the public without having to go through someone 

else” (MM10).Full-time resources were often supplemented with additional part-time or freelance 

writers, videographers, graphic designers and photographers, or interns: “We get around not having 

more staff by using interns – it’s a balancing act to find people who aren’t there as fans. We also 

outsource” (MM17). 

The extra staff and responsibilities had also seen some media managers elevated to a more 

senior, executive role, along with additional staff in roles such as government relations, public or 

corporate affairs. This shift was illustrated in the previous section, with the changes to job titles and 

organisational structures indicating that the role of some media managers had become more 

specialised: “The media manager has become general manager of media plus we have added a social 

media manager and a part-time video resource. We are looking to have a full-time video resource” 

(EX08); and “There was a head of communication, but they weren’t part of the senior executive 

team. So, this new role of executive general manager was created … the main driver was to get a lot 

more coordination across the areas that were concerned with what’s called broadly corporate 

affairs … to elevate those functions—government relations and communication—into the senior 

executive team, acknowledging the significance of both those things to the business” (EX24). (Refer 

Table 8, more quotes). 
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Table 8 

Themed Quotes 

 
Note: A sample of themed quotes relating to changes in resourcing: staff, time and money. 

5.3.2  Time Spent 

The percentage of time spent by media managers and organisations on traditional media 

communication management versus digital and social media in day-to-day practice varied based on 

the different organisational structures and, therefore, roles of participants, with some having 

independent external digital media units, while others internally manage all digital and social media. 

However, key general themes emerged and included: communication staff were spreading their 

time across different platforms and areas of communication; increased workload; 24/7 nature of 

the work, ‘always on’; managing and maintaining media relations is important; and having a 

strategic approach to where and how to tell the organisation’s story. 

Almost 86% of the NSO media managers identified spending most of their time daily on 

traditional media and managing and maintaining media relations (some up to 90% of time). All 
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participant organisations had independent digital media units, or else digital sat within marketing/ 

commercial departments, with a key focus on the production of digital and social media content. 

The one NSO that handled digital and social solely internally in the media and communication 

department, devoted 90-95% of resources to digital at certain times of the year: “The focus changes 

depending on the time of the year, but our (department) resources are 90–95% about digital. For 

me, during [competition] it is working with club media managers, broadcaster, media operations 

and our (internal) media unit. With the [national team] it is more about media relations, pitching 

stories, being strategic about how we want the team represented” (MM*). 

For the media managers primarily focused on traditional media, some had little involvement 

with digital and, in a few cases, it was run separately, while others were increasing their use: “Our 

major focus is on traditional media. That is the dominant focus—about 90% of our time. We use 

digital like a watchdog sort of thing and promoter in our own right, correcting material and pushing 

stuff out from our own media handle” (MM03); “The main focus is on traditional media. The digital 

team runs Facebook, Twitter, [sport.com]” (MM13); and “My key focus is just building mass 

awareness or exposure, coverage of the sport, working with the team here as well as the clubs and 

then with media … it is multi-layered, multi-faceted. Digital is run separately” (MM15). 

The experience of the media managers from the NLTs was different from that of those 

working in NSOs because all but one managed digital and social media within the media and 

communication department. They experienced a variety of splits in the percentage of time spent 

between digital and traditional, with traditional media still important: “[As GM media] I focus on 

strategy and day-to-day media. The social media coordinator focuses mainly on digital but also other 

operational media duties relating to traditional media” (MM*). The one NLT, with digital and social 

media managed outside of the media department, split his time between broadcasters and 

traditional media: “Broadcast is even bigger now. Broadcasters/ rights holders have a whole set of 

demands … my time is probably late 60s/ early 30s split more towards news because they have 

everyday needs, but broadcasters are flexing their muscles much more … we’re proactive, trying to 

find opportunities; who fits where? Who’s going to do the best job with what?” (MM*). 

The media managers from the other NLTs, who managed digital and social within their media 

and communication departments, had a strong focus on strategic communication while juggling 

other tasks: “broadcast rights/ [sporting organisation] requests take up 20% of the time weekly, 
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which is a massive change for us; 30% is managing media/ media requests; 30% writing content; 

20% commercial department requests … my time is 75% towards traditional media” (MM*); “50% 

of time is spent on traditional and direct media relations; 30% is video and 20% is social” (MM*); 

and “50% is strategic planning, 30% traditional media and 20% content creation” (MM*). 

5.4 Formalised Strategies: Rise of Independent Digital Media Unit 

Analysis of the data indicated that sporting organisations had adapted to changes in the 

media system by making changes to their communication function and structure, which were driven 

by an overall business strategy, centred on producing and delivering owned content. Sporting 

organisations were acting like media and establishing their own media units and channels, giving 

them more control over messaging and direct engagement with stakeholders, with commercial 

benefits as well as being a communication tool. 

5.4.1 Owned Media 

Findings revealed that sporting organisations had taken control of communication—digital 

rights, broadcast, live streaming, messaging—with some doing it all themselves, wholly or partially, 

with varying degrees of sophistication, depending on finances. Some organisations used a 

combination of external consultants and specialists, such as photographers, videographers, and 

writers alongside increasing internal capabilities: “We’re all building our own media businesses now 

and I think the influence of being on traditional media has waned as a result of that, no doubt at all” 

(MM15).  

The level of delivery and resourcing had obvious financial implications, with the differences 

evident in the strategies adopted by tier one NSOs, who were investing millions of dollars compared 

with the other organisations who were less resourced without the benefit of broadcast rights deals: 

“The AFL and the NRL are doing it in Australia, but the precedent was set with American sports in 

the MLB (Major League Baseball), in the NBA (National Basketball Association) and they do it very 

well in the NFL (National Football League) and the hockey (NHL) does it well too. They’re all building 

their own platforms … because there’s commercial opportunities for them and it’s where their 

sponsors now want to be and so they want to own the content more and be able to deliver to those 

platforms … all sports have gone down this path” (MM*). Analysis showed that while this strategy 

resulted in many differences, the similarities existed in two key approaches: 
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1. Organisations developed independent, external media units that focused on the 

production and delivery of digital and social media content, while the general everyday 

media and communication was managed internally. This was the most common 

approach for the NSOs: “Cricket was right to set up its own website, providing a one-stop 

shop place for cricket news at all levels because there’s no mainstream media outlet who 

can do that” (MM*). 

2. Organisations produced all digital and social content in-house within the media and 

communication department or another department of the business, usually commercial. 

This was the most common approach of the NLTs: “That’s the huge thing, where it’s 

changed, that people are producing their own content and being able to go directly to 

the public without having to go through someone else” (MM*). 

5.4.1.1 National Sporting Organisation (NSO) Approach. The approach taken by the seven 

NSOs varied greatly, even within each tier. The tier one sporting organisations of Australian Football 

League (AFL), National Rugby League (NRL) and Cricket Australia (CA), as well as tier two 

organisation, Rugby Australia (RA), had already established large external media units, financed by 

their broadcasts’ rights deals; while the Football Federation Australia (FFA) was in the early 

development stage of this process. The tier three sporting bodies (Netball Australia and National 

Basketball League) had adopted different approaches, with Netball Australia’s media unit being fully 

internal, while the NBL’s was external. The different directions taken by the sporting organisations 

were also indicative of their different broadcast arrangements, with the tier three sporting bodies 

on a revenue sharing agreement (refer Figure 1). 

The AFL Media Unit, with more than 100 staff, was established in 2012; Cricket Australia 

launched its digital strategy in 2014, which saw its newsroom grow from a team of two journalists 

and editors to more than 50 now; while the NRL did not launch its equivalent NRL Media, with more 

than 70 staff, until December 2017: “We set up our own media outlet with afl.com.au to create our 

own audience and talk directly to our fans … I reckon all of that is up for grabs in the next five to 10 

years. The establishment of afl.com.au is the best example of a sporting organisation taking back 

control” (EX*). 

Cricket Australia’s digital business model was similar to the AFL model, with the strategy to 

create a hub for fans, for all the latest news and information and exclusive behind-the-scenes 
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content on their sport in the short-term, and longer-term goals around their own broadcast (refer 

Figure 15, Australian Cricket strategic plan): 

Sporting organisations, by creating their own media outlets, in particular core websites, are adopting 

the responsibility of reporting on their code …  what does it mean down the track? Will they become 

host broadcasters themselves? Cricket Australia will pay over $1 million (2017) to broadcast about 

100 hours of cricket—no broadcaster is interested in it and if we didn’t do it, there would be no 

coverage of it. (MM*) 

Like the other NSOs with independent digital media units, CA’s digital unit had been set up 

with separate staff and in a different location (either in different buildings or different floors of the 

same building): “They're a separate team. We used to be part of the one department. But there's 

always been a bit of a Chinese wall between us, in that I'm not responsible for the website, because 

I simply couldn’t make news judgments as well as defend the reputation of the business. It would 

have been an impossible path and they recognised that all along” (MM*). The NRL model is a hybrid 

of other models, in particular the highly successful examples set by the professional American codes 

of the NBA (basketball), MLB (baseball) and NFL (American football): “It is a hybrid, but it is unique 

to us, so it is different. We have looked at all other models overseas and seen some good things in 

the American sports” (EX*). 
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Figure 15 

Sporting Organisation Strategic Plan with Long-Term Communication Goals (Cricket Australia, 2017, 

pp.10, 16) 
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With the tier two sports, Rugby Australia’s new-look website was launched in 2016, while 

the Football Federation Australia (FFA) was “undergoing a digital transformation” at the time of the 

interview (July 2017). Both were and would be (in the case of FFA) along similar lines as the tier one 

sports: “We want a single point of experience for our members. We are creating a network with all 

club websites under the one network … it is absolutely critical if we are talking about owned, earned 

and paid media” (MM*); and “Rugby.com.au has been rebuilt and relaunched as a fan product—

similar to AFL and NRL and cricket—and we have them as a sort of pseudo independent media arm” 

(MM*). 

The tier three sports, Netball Australia (NA) and National Basketball League (NBL), had very 

different set-ups compared to the other NSOs and were different again from each other. Both 

organisations had a revenue-sharing agreement with broadcasters, while all other NSOs had multi-

million and billion-dollar broadcast rights agreement that enabled (and demanded) they set up 

independent digital media units. NA had its own “media unit” and digital platform within the 

organisation and “has gone down a different path to a lot of other sports re: broadcast” (EX*): “We 

are not usually ground-breaking, but we had to be out of necessity. We broadcast games on free-

to-air Channel Nine and stream on Telstra TV, but not pay TV … there will continue to be new shiny 

social media things to play with but there will be consolidation at some point. We need to play in 

the space where the mass is. From a Netball Australia perspective, digital transformation needs to 

change to consumer focus strategy as opposed to product focus” (EX*). 

Unlike any of the other NSOs, the NBL “produce and commercialise their own TV product”: 

“It’s a really interesting opportunity to have creative control and a one-stop shop in being able to 

commercialise our sport that no other mainstream sport in Australia really has. We think we're the 

second-best basketball product in the world (after the NBA) … social media is really important, but 

there is still no substitute for getting on a TV program and talking about sport" (EX*). 

The NBL had taken the lead from American sports, in particular the National Basketball 

Association (NBA), with whom they have a close working relationship: “we’ve got good relationships 

with the NBA. They are the biggest basketball league in the world, so we would be mad not to be 

looking closely to what they are doing. I think all sports are looking at what other sports are doing, 

not just our own sports, but other sports here in Australia and also overseas” (MM*). 
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The NBL believed the AFL was leading the way in Australia and it had taken a similar long-

term approach: “It’s a big change and we are not anywhere near the level of NFL in that sense but 

that's where we want to be and the AFL is just really following the American model, they just happen 

to be further ahead than any other sport in this country” (MM*). He described the commercial 

opportunities around owning content and having the ability to deliver it on owned platforms, which 

was the long-game for all sports: “We’ve done that to some extent … we’ve set up something called 

NBL TV last year where people can subscribe $60 a year for the season and you can watch every 

game live on NBL TV. All sports have gone down this path” (MM15). An example of how successful 

this approach had been for the NBL was highlighted in a newspaper article (Logue, 2019) about the 

NBL streaming a selection of games during the 2019–20 season live on Facebook Watch, via NBL 

Facebook page. It was described as an “instant hit”, with one of the matches becoming the most 

watched in NBL history with more than one million people in the US tuning in to watch a young 

American player who was part of a NBA Next Stars program, playing in Australia in the NBL (Logue, 

2019). 
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Table 9 

Themed quotes 

 

Note: A sample of themed quotes relating to formalised strategies. 

5.4.1.2 National League Team (NLT) Approach. While the NSOs had a greater external focus 

and had heavily invested in their own independent digital media units, analysis showed that NLTs 

had focused on simpler strategies, improving their internal capabilities to varying degrees as 

described in the previous (Section 5.3) about changes in resourcing (staff, money, and time). They 

had invested in human resources and equipment, where they had been able to justify the 

expenditure in some cases, while others had been strongly supported by an organisational strategy 

that prioritised producing their own content for digital/ social rather than relying on traditional 

media. A variety of approaches were adopted by NLTs, regardless of what tier sport they were from. 

A tier one national league team believed that they “were ahead of the curve”: “We make own TV 
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show and we have developed our own app. When I started in the role seven years ago [2010], our 

Facebook had 26,000 followers; now it has 650,000. I looked at it like a journalist and just fed it 

content because that's what people want, so I think we were early adopters there” (MM*). Another 

tier one national league team had “contracted a big you-beaut public relations company to help us 

manage our stakeholders better and think strategically about it” (EX*) in 2017; and now they are 

doing more in-house, rather than relying on traditional media (MM*). 

Tier two sports emphasised the importance and significance of social media to their strategy 

and not relying on traditional media. A tier two national league team which relied a lot on owned 

media rather than paid media said: “improving our app and website are our key concerns … social 

media is so powerful if you can use it in the right way” but “monetisation of digital” was not a 

concern for them (MM*). Another tier two national league team “puts a lot of emphasis on our 

social media accounts” and had a policy of releasing information to members before media (MM*), 

as well as creating and distributing their own content, and not relying on media. 

A tier three national league team media manager said most of the work being done in digital 

and social spaces was tied in with fan growth, and because clubs could communicate their own 

messages directly to members and fans, “media outlets are more willing to work with you” (MM*). 

Also, as a result of dwindling media in traditional organisations, there was less [sport]-specific 

media, so they “rely on provided content” (MM*): “Media is now a marketing tool and we are having 

to spend money to produce content internally, externally and with third parties. Unlike other sports 

who seem to be moving towards producing their own content, we are happy to have our first free-

to-air deal with [media organisation] and [sponsor] TV to produce all games. But from a day-to-day 

media perspective, we are producing more of our own content” (MM*). 

A tier three national league team had overcome the smaller numbers of media covering 

sport in general, and similarly less [sport]-specific media, by providing media-specific content and 

making it easily accessible. Everything is “pretty much geared around the content piece” (EX27): 

“Two seasons ago we built a website for just the media to access, where they can download high-

definition footage of most recent press conferences and audio. It is one way of making up for less 

resources being available to attend” (MM*). 
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5.4.2 Conflict 

During analysis of the interview data, a key theme which emerged regularly was evidence of 

conflict and tension centred on the “content” of sport and the formalised strategies adopted by 

sporting organisations to control their content, including the production and delivery of owned 

content as identified in the previous section (refer to quotes, Table 10). The conflict evidenced was 

both external and internal, with a key factor being a perception that sporting organisations, in 

establishing media units – in particular, the multi-million-dollar set-ups developed by the top-tier 

NSOs – were acting like media organisations. Two key areas of concern identified were: 

1. External: sport leaders and media managers indicated that they believed media 

organisations perceived the sporting organisation media units were competing with 

traditional media outlets for content and, therefore, impacting on their access to 

content; while some sporting organisations believed that they were actually 

complementing, not competing with, traditional media. 

2. Internal: two levels of conflict and tension were identified: the first being within the 

sporting organisation/national league team itself, between different departments, such 

as communication vs. commercial, with different ideas for use of content; and the second 

being between the NSOs and NLTs, with regards to content use, especially for the NLTs 

whose websites and digital assets were part of an NSO-managed network. 

5.4.2.1 External Conflicts and Tension. Sport leaders and media managers believed 

decisions over the use of their content and who had access to exclusives or being first with the news 

were a major source of tension with traditional media: “Football clubs are developing their own 

media channels, so we are very careful who we give stories to first. That really disappoints traditional 

media. Clubs are moving away from giving traditional media outlets priority on stories. They are 

putting fans first” (EX25). Some media managers believed “the media are so desperate to get at 

your content that they don’t ever do the right thing anymore” (MM01); but they also believed that 

“the media and the people in the sport have got to figure a way to work together” (MM10): 

“Sporting organisations have the ability to ignore some of the mainstream media. Quite frankly if 

they think that the coverage is unreasonable then they can try to adjust it … that allows a sporting 

organisation to speak directly to fans through its own social media, through its players and not need 

that [media] filter anymore” (MM13). 
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Media managers described their role as a “juggling act” as they managed the demands and 

competing interests for content with traditional media over their organisation’s fan-first strategy: 

“The choice now is not just about providing an exclusive to a certain paper or TV station, it’s now 

also do we give them an exclusive or do we break it on our social media channel? It’s sort of a 

juggling act now in terms of providing more to the fans from ourselves as a media outlet rather than 

just the traditional media as a news source” (MM18); and “We always go out to our members via 

an email first with any news, even if it’s just by 15–20 minutes …we want our members to feel good, 

in the loop and ahead of the game … because they’re paying to be members” (MM17). 

Some sport leaders and media managers suggested that their strategy complemented, 

rather than competed with traditional media: “We’ve always had the view that the online stuff is 

complementary to the traditional mainstream stuff. You don’t want to wipe it out; you want the 

broadest base you can have” (MM10). 

 5.4.2.2 Internal Conflicts and Tension: Between NSOs and NLTs. Analysis revealed 

conflict and tension was also being experienced over communication management between related 

sporting organisations (NSOs and NLTs) within the same sport. This was most common in situations 

where the governing body controlled the digital network that the national league team or state body 

was part of, with comments such as: “you’re in conflict with them … they want the traffic” (EX02). 

A number of different models and structures existed between the sporting organisations: “We 

monetise it from a fact that we put our sponsors up … but that’s all … our 70,000 people go through 

the [sporting organisation] website, so those numbers are counted and they on-sell that to offshore 

people … and that money is redirected to the states” (MM07). 

One national league team, whose national sporting organisation had a large external media 

unit, said they were in conflict with the sport’s governing body because they were viewed as 

competition for content, exclusive news stories and data, geared at increasing the NSO’s digital 

traffic: "[sporting organisation] has launched their own media. They have got [sport].com. So, we 

find ourselves competing against them … we have to treat them, like another media … it's not a 

positive for us; what they want is everyone to go to [sport].com” (EX02). They were also concerned 

about the national body owning their brand and website, which made them "irretrievably linked" to 

the NSO who, "at any time can do whatever they like with our brand" (EX02). The sport leader gave 

an example of the national body running a story on the website about a coaching issue for the 
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national league team which was incorrect and had not been verified: “I really ripped through them 

on this and they were embarrassed. Not embarrassed they ran the story … they said they ‘don’t 

make any apology for that, but we of all people should have checked our facts’ …they weren’t sorry 

they ran it, just sorry they didn’t get the facts right” (EX02). 

Another national league team expressed similar discontent with ownership of their website 

sitting with their national sporting organisation: "We don’t control our own website, they control all 

participants in the game, all three or four hundred thousand of them … they use the data to make 

money and sell it off” (EX08). 

 5.4.2.3 Internal Conflicts and Tension: Within Departments of NSOs and NLTs. The study 

highlighted conflict and tension within organisations (NSOs and NLTs) between the communication 

department and other sections of the business, most commonly commercial, and their perceived 

interest in digital content from a data and numbers perspective, rather than a communication focus: 

"Commercial departments don’t respect what you are doing in comms and the only thing they care 

about media is getting Repucom numbers to show off to sponsors … they're interested in that [new 

app] because they can see money in data but they don't really care" (MM01). [Repucom is an agency 

that specialises in measuring and valuing sport sponsorships]. Media managers described tensions 

around how content was used and distributed, juggling competing interests between traditional 

media organisations and satisfying commercial requirements: “We’ve split digital out on its own … 

do we want to be a production house for sponsors? What do we want to be? Is that a revenue thing? 

I don’t think anyone’s got an answer. Clubs still aren’t making money off digital” (MM10); and “Your 

place wants content too, so that's another thing you've got to juggle … the balance for media 

managers between traditional media and your commercial departments is finding levels, finding 

different things, and you’ve just got to provide different content” (MM01). 

Some of the tensions were linked to organisational structure and lines of reporting: “They 

are not always on the same page [communication and commercial departments]” (EX25). One 

media manager described a situation where, because the digital arm of the business was set up as 

an independent media unit, he wasn’t able to automatically get factually incorrect information 

about the organisation corrected or removed from the website: "I find it really annoying that I can't 

get stories pulled from my website. Internally we have had some heated debates, especially if what 
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is on the website is wrong. You have people thinking it is correct because it is on our site. That was 

an immense frustration” (MM14). 

5.5 Summary 

The findings in this chapter indicate that mediatisation has led sporting organisations to 

increase prioritisation of strategic and operational communication, with notable changes and 

increases in organisational structure; resourcing (staff, time, and money); and use of formalised 

strategies (establishing internal and independent digital media units). The communication function 

has been elevated to executive levels and communication departments have grown and developed 

digital communication capacities that align with needs and resources. Digitisation has necessitated 

access to new communication specialisations which, in smaller scale organisations, frequently 

involves multi-skilling. While there was evidence of changes relevant to the dimension of structure 

in all organisations, there was no uniformity and, in some cases, uncertainty in the approaches 

adopted. 

A feature of mediatisation appears to be frequent, if not constant, review of optimal 

positioning of communication management in organisation structures. There is a trend among the 

top tier national sporting organisations to establish stand-alone digital media units. As with 

perception dimension findings, the study revealed an area of simmering tension around content, 

data ownership and management from a communication perspective. Increased resources and 

strategy have been devoted not only to content needs, but acquiring data, causing tension and 

conflict. It is an area which needs further exploration and understanding in future studies. Chapter 

6 will explore changes to practice adopted by sporting organisations as a result of changes in 

structure as outlined in this chapter’s findings. 
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Chapter 6: Dimension of Practice 

This chapter is focused on findings related to the dimension of practice; the third dimension 

of the multi-level structured framework being applied to this study. The term ‘practice’ has been 

introduced alongside behaviour because it was a term more commonly used by participants to 

describe day-to-day sport media communication management. The “dimension of behaviour” term 

was used in the original framework by Donges et al. (2014) and referred to “perceptions and actions 

being executed through external communication output”, whereby “changes in amount and forms 

of communication are important measures of mediatisation” (Donges & Jarren, 2014, pp. 190–191). 

Studies identified an “increase and diversification in communication output” as a characteristic of 

mediatisation on an organisational level, with possible indicators including “increase of press 

releases and press conferences; diversification of channels or utilisation of new channels and 

technologies (podcast, internet streaming); and diversification of target group communication” 

(Donges & Jarren, 2014, pp. 190–191). 

The dimension of practice was applied to this study to address Research Question 3: “What 

techniques are professional sporting organisations using to interact with stakeholders and to 

manage communication?”. The aim was to identify which communication practices were being used 

by media managers in professional sporting organisations in Australia today, to understand if 

digitisation had changed, increased and/or diversified communication output. The findings could 

also identify possible indicators of mediatisation. The findings from Chapters 4 and 5, which 

explored the dimensions of perception and structure, were considered in conjunction with the 

dimension of practice: “Organisational behaviour, like communication, always take place within the 

organisational structure with its describable set of rules and resources … and that organisational 

structure is reproduced by organisational behaviour” (Donges & Jarren, 2014, pp. 190-191). The 

findings indicated that professional sporting organisations in Australia had reacted to a perception 

of the growing importance of media today—especially digital and social media—and had acted, 

making changes to structure, increasing their capability to tell and sell their stories, and delivering 

their own content directly to stakeholders. This chapter explores the techniques sporting 

organisations used in everyday practice as a result of the changes to structure identified in Chapter 

5 which were a reaction to perceptions identified in Chapter 4. 
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6.1 Findings: Practice 

The findings for the practice component of the theoretical model in this chapter focus on a 

number of themes that emerged from the qualitative data analysis relating to ways in which sporting 

organisations have changed the way they communicated with stakeholders utilising new techniques 

that were available through digital and social channels. Like media organisations, professional 

sporting organisations in Australia had reacted to changes in the media landscape and restructured 

communication management, with digital assets providing a valuable communication tool and a 

commercial asset as an alternative revenue stream, alongside change in practice. The themes that 

were regularly mentioned were in line with those identified by Donges et al. (2014) as characteristics 

and possible indicators of mediatisation and included: increased communication output (owned 

content), with a greater demand for content resulting in sporting organisations acting like media, 

and establishing their own media units; the diversification of communication output through 

different channels and use of digital/ social media platforms, varied and strategic channel selection 

and distribution of content. Other themes included commercialisation of content and prioritisation 

of day-to-day practice. 

6.2 Increase in Communication Output 

Analysis of interview data showed that sporting organisations had prioritised digital and 

social communication, using a variety of ever-evolving new channels and platforms to create, 

produce and distribute their own content directly to stakeholders, with increased control over 

messaging and engagement: “These are all things that the head of communication wouldn’t really 

have to be too concerned about a decade ago. Websites were seen to be more traditional … now 

there is a whole lot more to it, you are generating content … trying to get people excited about your 

product” (EX16). The prioritising of digital and social communication has resulted in much greater 

communication output than ever before as media managers accommodated traditional and new 

demands, with new forms of communication creating additional work, not replacing traditional 

forms. 

6.2.1 Greater Demands 

Media managers and sport leaders reported greater demands on the communication area 

of the business, more often operating like a service unit for the organisation, with internal 
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communication increasing in output and importance: “They provide service to every area of the 

business. But they run like a quasi-newsroom. They have a morning meeting every day … they 

allocate tasks, they prioritise” (EX20). This meant that the internal communication needs of the 

organisations had grown and communication staff were called on to produce videos, electronic 

direct mail (EDMs), promotional material, graphics and various other materials for departments 

across the business, including commercial, high performance, competitions, and community: “The 

organisation has seen the change … and the growth in the way we can reach people more easily and 

control our messages more; the different departments would definitely be able to see the value in 

what we do as a media department in getting their messages out to the public “(MM17). 

The necessity and ability to be able to engage with stakeholders was a key strategic focus of 

sporting organisations as businesses, resulting in an increased communication output, internally and 

externally: “We try and have a presence across just about every platform …. we have our own 

television program too. There is demand from the newspapers, Fairfax and News, and internally, for 

our participation. You are continually balancing all of those things” (EX20). 

There is also a greater appetite and expectation from fans to provide more, in particular, 

creating and producing unique behind-the-scenes and other engaging content: “If I just draw a line 

between 2011 and 2017 … there has been exponential growth, but I have also seen increased 

complexity … much more appetite for content. You can only assume that is going to grow … so, 

smaller chunks, less long narratives, more video content, etc.” (EX20). As a result, as identified in 

Chapter 5, resources and structure have increased and staffing and budgets have changed (refer to 

quotes, Table 10) to accommodate these new demands to deliver more and continuous content in 

line with the new strategic business priorities of sporting organisations and consumer demand: “We 

know, on social media in particular, that people want more and more video … so, this year for 

example, we have budgeted for an additional video content person to help the social media guy. 

That is based on strategic decisions” (EX02). Others had increased staffing and capability but could 

not afford the appropriate equipment: “it is an area that really needs a lot more focus. We certainly 

have someone in that [video] role now who has the ability to do that [social content]. But we don’t 

have the equipment” (MM06)  

Sporting organisations were not only under pressure to deliver more content, but they were 

also being pressured to deliver it in a more timely manner, including real time and on demand, with 

sport fans consuming sport in very different ways, enabled by new technology:  
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When I was a kid, we would go to a game and have an experience. We should share that experience 

the next day. Now our kids have an experience and share the experience as they are having the 

experience. So no longer is it okay for people to enjoy something then tell their friends about it. It is 

only okay to enjoy it and share it as they experience it. (EX04) 

One sport leader said that it was challenging for sporting organisations to change their 

practice routines and techniques to facilitate the changing needs of their key stakeholders: “If you 

can’t provide people with the ability to share that experience in real time, then you are massively 

missing opportunities. That is what we have to face … it's tough” (EX04). 

6.2.2 Acting Like Media 

This area represents one of the biggest changes in practice, with access to new platforms 

and channels necessitating that sporting organisations acted like media (refer to quotes, Table 10), 

creating, producing and distributing content for their own channels: “We have become our own 

television producer; it’s enabled us to be more clever in how we present our story” (MM06); and “ 

… there is greater opportunity for our voice to be heard directly than ever before in our own 

channels” (EX16). Producing video content had been in the greatest demand: “It's huge [video 

content]. And let's face it, you are more likely to open a video than you are to read something … it 

is finding that ‘ah-ha’ piece that goes everywhere” (EX05). 

At the same time, media managers were also servicing and juggling content needs and 

demands, both internally, from within their own organisation, and externally, with either traditional 

media or from other organisations within their own sport (NSOs and NLTs): “Even when it comes to 

the production of our own content, there is an oversight that is required on the part of the executive 

to ensure that it is accurate, that it is interesting … that it represents the narrative and the strategy 

of the organisation” (EX16). 

For some sports, adopting media-like practice was a necessity to ensure that their sport 

received any media coverage, because the reduction in staff at media organisations had meant less 

coverage for many sports: “We try to reduce those roadblocks by filming things and having them 

available if [media] people want them and it’s also about publishing those throughout our channels 

… and [sponsor] TV have been really great for us as there's another platform that we can publish 

on” (MM18); and “We do our own VNRs [video news releases] and packages of all of our matches 

and deliver to news stations. Our webcast gets 70,000 views—but only 500–1000 attend the game. 

It’s all done in-house” (MM07). 



171 

 

The change in practice to “media-like” behaviour had created a state of flux for sporting 

organisations with regards to structure and resourcing, which was highlighted in Chapter 5. Sport 

leaders at all levels and tiers of sport were grappling with decisions on how to best accommodate 

the greater demands on communication management. One sport leader said that for sports with 

budget constraints, it was important to establish what could have the greatest impact and “don’t 

act on fear of missing out and being left behind [other sports]” (EX21). Another sport leader 

admitted that he didn’t believe any sport had found the right answer yet: “You need to look through 

the traditional lens of the media landscape. But also using your own channels and your direct 

channels to fans has become a very strong proposition, I think for us and for other sports. I don’t 

think we have that 100% right yet” (EX04). 
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Table 10 

Themed Quotes 

 
Note: A sample of themed quotes relating to increase in communication output. 
 

6.2.3 Establishing Own Media Units 

The most common approach from sporting organisations to accommodate the increased need 

and capacity to create, produce and distribute content, was to establish their own “media unit” 

(refer to quotes, Table 9), but at varying levels of sophistication and investment (human, time, and 

financial resources). Chapter 5 on structure findings highlighted the trend among the top tier 

national sporting organisations to build multi-million-dollar stand-alone digital media units (because 

of their greater financial capacity), while other less financially-resourced sports had increased their 

internal capacity with multi-skilled staff to manage the increased communication output in smaller 

internal media units: “so if you have a hefty war chest then you can do it justice; it becomes more 

challenging if you have fewer dollars to invest but you can't ignore it because it is the way our 

consumers want to communicate” (EX16). 

Media managers and sport leaders believed this significant change in practice was not always 

popular with some media organisations. They suggested that some media outlets viewed the move 
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as being in competition with them, while sporting organisations believed they complemented each 

other: “The ability for us to access distribution channels without having to engage mainstream 

media has increased quite significantly … that said, we still obviously continue our relationship with 

mainstream media. We look at them complementing our own media channels rather than 

competing” (EX23).  

What was common across all sports, despite the resourcing and organisational structure 

differences, was that organisations were using a variety and combination of new techniques and 

channels along with traditional methods. 

6.3 Diversification of Channels and Use of Digital/ Social Media Platforms 

Communication technology has continued to evolve throughout this research project, with 

new platforms and channels being established since the interviews took place (May 2017 to 

February 2018), while others have changed in terms of how they are used: “there are lots of 

different options and innovative options in order to tell that message and story better. You can 

certainly find a much more personal way to deal with your stakeholders and fans particularly” 

(EX04); and “the one thing that all of us have on this side of the fence, we actually now have the 

ability to talk directly to people, which we didn’t have 20 odd years ago” (MM14). 

Being creative about telling their stories was a key focus for sporting organisations in a 

crowded media landscape: “Not only does your interaction with the media never stop; the 

interaction with your organisation never stops” (MM19). They reported being more strategic and 

using a variety of “lenses”, being selective about how, where and when they told their stories: “We 

are about to launch a new five-year strategy … a strategic priority is telling our story better across 

the whole organisation, states, territories. There is a perception that [sporting organisation] doesn’t 

tell it’s story well … it misses out on the conversation a lot of the time” (MM13). The variety of 

platforms and channels available meant that everyone in a sporting organisation could now “be part 

of the conversation”: “You need to harness your own internal resources which is everybody to 

become communicators. With technology and social media … it’s really about taking that principle 

of social media and providing it in organisational context” (MM13). 

While many media managers and sport leaders agreed that social media could accelerate or 

amplify an issue because “things get out quicker”, they also believed that it empowered sporting 

organisations to be able “to respond to things more quickly” (MM03): “I use social media if things 



174 

 

are getting out of hand and going down the wrong path … or an article comes out and it's not correct 

… whereas the old days, before Twitter etc., you'd have to ring the journalist and they would write 

a retraction. Now you can put it to bed immediately” (EX08). 

6.3.1 Digital/ Social Media Platforms and Technologies Being Used 

Participants were asked to discuss the most important and effective techniques that they 

used to interact with stakeholders, with data analysis showing Facebook (launched globally 2004), 

Twitter (2006) and Instagram (2010) were the most common digital and social media platforms 

being used when this research was undertaken. (refer to quotes, Table 11). EDMs and (networked) 

websites were also widely used in communication practice (refer Table 12), while sporting 

organisations mentioned limited use of platforms such as Snapchat (2017), YouTube (2007), and 

LinkedIn (2006), along with the development of apps and the use of live stream (refer Figure 16, 

social media use in Australia): “There are also people wanting to consume photos on Instagram, 

news on Twitter … and you can see a video on Facebook, react, comment on it, live … depending on 

the circumstance it is 24/7 whereby you can serve information readily that people can consume at 

a time that is convenient” (EX16). 
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Figure 16 

Social Media Use in Australia 2011–21 [Researcher compiled data from Social Media News 

Australia (2011, 2013, 2017, 2021)] 

 

 

 

 

 

 

 

 

 

Some organisations were early adopters and were using a variety of digital and social media 

platforms and other technologies effectively, changing with the trends and demands, while others 

were less resourced and equipped and were  on the uptake: “We are in the middle of a big digital 

transformation; we want a single point of experience for users … we were late to the table re: digital” 

(MM12). These key platforms are all still current, but analysis of interview data highlighted the 

changes and variety of ways they were being utilised and viewed by sporting and media 

organisations: “We use all the realms (of social media channels). We pretty much cover them all and 

do them all ourselves. We are very selective with it. We have guidelines around each and what their 

purposes are and the degree to which we use each” (EX27); and “Less people are engaging on 

Twitter now than when it first started; it’s more of a newsfeed now. Instagram is where we give 

most of our messaging; it’s more visual” (MM11). 
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Table 11 

Themed Quotes 

 
Note: Sample themed quotes relating to diversification of channels/ new channels. 

6.3.1.1 Facebook and Instagram. This section focuses on the use of Facebook and Instagram, 

followed by an analysis of Twitter use, because although all 14 national sporting organisations and 

national league teams reported using all three as part of their communication strategy (refer Table 

12), the attitude towards Twitter was very different to the approach towards the use of Facebook 

and Instagram (refer Table 12): “So we have a Facebook account but … if you look at any of our 

screens, we all have Twitter up all the time. In a way that can be reactive, but it is really just how 

our message can get out best as well” (MM03); compared with: “In terms of the most effective social 

media or the biggest reach you're gonna [sic] get, Facebook's gonna [sic] be the king there compared 

to everything else” (MM17). 

Almost 29% of sporting organisations reported their use of Facebook as “massive” and a 

“strong focus” of the business. Similarly almost 29% (not all the same organisations) also reported 

the same about the use of Instagram and its engaging visual nature: “We are not huge on Twitter 

here … probably because we have an audience who would be more Instagram and Facebook” 

(MM06); and “We are very mindful of the balance and how each platform is used and the degree to 

which it is used … but 100% yes, definitely the visual stuff in our game (Instagram and videos) are 

the key ones … it’s got to be highly engaging” (EX27). 
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Both channels were used primarily by sporting organisations to drive traffic back to their 

websites (refer Figure 17 for an example) and as an information tool for their stakeholders: “We are 

probably number two in comms out of all [competition] clubs in Facebook. That's a good way of 

getting the message out there” (EX08); and “We use mainly Facebook and Insta(gram) to drive traffic 

to website. Twitter is not used much, it’s a newsfeed only. We put a lot of emphasis on our social 

media accounts… we have more Facebook accounts now” (MM11). 

 

Figure 17 

Same Story; Different Channels 

 

 
  

Note: An example of a story that features across an organisation’s different channels 

(August 10, 2021) — Facebook [@NSW Blues], Twitter [@NSWBlues], and the website 

[nswrl.com.au] — with the Facebook and Twitter posts linking to the website story to 

drive traffic to the site. 
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While sporting organisations reported regularly using both platforms as part of their 

communication strategy, use of Facebook by sport leaders was divided. Almost 29% (all females) 

described themselves as very active, while the same proportion (all males) did not use Facebook at 

all. One female sport leader said she only used Facebook for “work things”, not as a personal account 

(EX21), while two other female sport leaders reported a personal preference for Facebook over 

Twitter, with both suggesting it may have been more suited to their demographic and generation: 

“I am nearly 50, so I’m big on Facebook … I have made a pledge to be more on Twitter because a lot 

of my counterparts around the country are” (EX02); and “I am quite good at Facebook, useless at 

Twitter even though I have got an account. I don’t generate anything. Obviously, the Facebook … is 

a generational thing but it is very useful to us. I love sharing the clips that come in” (EX05). 

The Facebook and Instagram accounts of the five tier one and two NSOs were managed by 

their digital departments, which meant that for 80% of these organisations, they were managed by 

their independent media units. The majority of the NLTs managed Facebook and Instagram through 

the media department, with some reporting a preference for using the channels to inform 

stakeholders ahead of media: “We most like to break things on our own channels … I look after the 

local media, but I am not worried about other media. We send out information half an hour before 

it goes to the (wider) media, so they (sponsors, Government, staff, Board, members) feel they have 

got a priority access to it” (MM*). Another media manager (MM*) described a new feature of 

Facebook that allowed him to adopt a similar members-first approach: “We used a Facebook 

Messenger bot to send a really cool message to a member’s phone with a team announcement 

before the ‘real announcement’ goes to the public” (MM*). 

Facebook and Instagram were also used by sporting organisations to leverage commercial 

partnerships, with paid posts which featured logos of commercial partners on images, rather than 

straight product advertisements. Posts tended to be more ‘organic’ with clever use of images or 

graphics and subtle logo placements, instead of an obvious advertisement (refer Figure 18 for an 

example). 
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Figure 18 

Different Uses of Instagram by a Sporting Organisation 

   

Note: An example of an organisation’s different uses of its Instagram channel, nswblues 

[@nswblues] — a sponsored post for commercial partner, McDonald’s (2021, July 14); a clever post 

for engagement (2021, July 16); and an information post (2021, July 10). 

6.3.1.2 Twitter. Interesting insights were revealed about Twitter which, like Facebook and 

Instagram, was widely used by all 14 sporting organisations and national league teams as part of 

their communication strategy (refer Table 12). However, Twitter was found to be the most polarising 

of all channels regarding how the organisations and their leaders used it (refer to quotes, Table 11). 

One media manager likened Twitter to “fast food”, with the high turnover and volume of content 

reducing its value and effectiveness: “I think Twitter’s take away, it’s KFC, it’s fast food. The 

consumer then will just move on to the next thing, because … the volume is so high coming through. 

If you miss it for an hour, you’ve missed out on thousands of things” (MM10). 

Only 14.3% of NSOs stated that they had a “strong focus” on Twitter, while 7.1% of NSOs 

and 21.4% of NLTs described their use of Twitter as “limited”. In 86% of the organisations (both 

NSOs and NLTs), Twitter was managed by the media manager or media team, while the others were 

managed by the digital department, indicating a stronger use and focus on Twitter for more 
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traditional media purposes. Only 23% of sport leaders were active tweeters (15.4% very active) and 

the other 67% did not use it at all on a personal or business level: “I use Facebook and Instagram. I 

don’t do Twitter … I don’t get overly involved with the social media side, either personally or 

professionally … I’d rather spend my time talking to people face-to-face” (EX25). The CEOs who were 

very active (one from an NSO and the other from an NLT) were ranked in the top 20 tweeting 

business leaders in Australia in 2016 (KPMG, 2016). 

The media manager working with one of the top-tweeting CEOs said that he and the club 

were initially uncertain and uncomfortable about the sport leader’s activity on Twitter, because 

“people really weren't too sure about what Twitter was and the impact of social media and how it 

can help or disadvantage sports clubs” (MM*). However, he admitted using it had proved to be a 

successful business strategy: “It seems to have worked pretty well for him and obviously for the club 

because it gives the appearance of listening to fans even if you go back to them with something 

that’s supposedly bad news” (MM*). 

The sport leaders who were prolific users of Twitter regarded it as a valuable tool for talking 

directly to fans: “I talk to as many fans as I can, I listen, I learn. I don’t always agree but you have to 

listen. I have always maintained that presence on Twitter, which is just about me. I don’t do 

Facebook” (EX*); and “I regularly held 'Ask [name]’ sessions where fans could for an hour or so just 

ask questions about the [competition], what was happening in the game, a bit of banter as well and 

that really helped” (EX*). 

Both CEOs were also adamant about authenticity and posting the content themselves, rather 

than communication staff managing their accounts: “I take great ownership of doing it myself, 

always have … although there are some people who are talking to me about doing some of those 

things on my behalf. I get concerned about that because I think the real secret of success is being 

really authentic” (EX*); and “I am a big social media utiliser … both personally (and professionally) 

… but as CEO of the club you can't have personal opinions. You are always seen to be a mouthpiece 

for the organisation. I like to do it myself … it just keeps it real doesn't it?” (EX*). 

Another sport leader who was active on Twitter, and also does his own posts, said that he 

“tries not to overuse it … it's a value, good for credibility … perception is really important” (EX22). 

He gave an example where he would Tweet when he was in the US meeting with the [sporting 

organisation]. Another sport leader, who is a senior executive, said that while the CEO did not do 
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Twitter, a number of the senior management team did: “We don't necessarily use it as a soap box. 

But if we are at an event or if there is something going on … it complements the official 

organisational ones. I view it as a way to further extend our reach and repetition of communication” 

(EX16). He also said that he felt compelled to respond and engage with supporters on Twitter: “social 

media and these various other channels mean that the organisation is more accessible to the public 

than ever before. If a punter was to ask me a question on Twitter … I would feel compelled to 

respond” (EX16). 

The 77% of sport leaders who did not use Twitter cited a variety of reasons, including the 

day-to-day demands of being a CEO: “I use Facebook and Instagram, I don’t do Twitter. I don’t do 

LinkedIn … I don’t have the time” (EX25); and “I look at Twitter …. [but] you won’t find me there; 

and I also follow Facebook page. I am more of a consumer than a user. I read, I consume a little bit. 

But I do that when I have spare time. In my role, I can honestly say that I just don’t have that much 

time and capacity to do that” (EX20). 
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Table 12 

Digital and Social Media Use in 2017 by Professional Sporting Organisations in Australia 
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Note: Data analysis from NSOs and NLTs interviewed for this thesis. 
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Some sport leaders questioned the use of Twitter as a voice for the organisation and believed 

it should only be used if they had something meaningful to say: “I have a Twitter account, but I am 

still deciding what that’s for. The whole social media thing to me is … I hate inane bullshit. If I want 

to say something I need to have a plan” (EX21); and “I think it’s a bit political, particularly when I see 

sporting administrators are on Twitter … when you’ve got something to say, if you don’t say it that 

often, people listen. If you are communicating shit all the time, it just becomes more of the same” 

(EX20). 

Another sport leader said his organisation’s current attitude towards not using Twitter had 

been “shaped by the ‘Shane Warne effect’, conditioned by early scandals involving players with 

Twitter and Facebook: “We haven’t had executives on Twitter, but the communication team does. 

There is actually a huge number of social media platforms that we use across [sport]. But the chief 

executive certainly doesn’t Tweet …” (EX*). He said there were differing views within the 

organisation on Twitter use but a change in approach was being considered to improve stakeholder 

interactions, particularly in relation to the CEO: “The way [current CEO] interacts with the outside 

world hasn’t really changed for 20 years … there is no day-to-day presence … some people hold the 

view that we are not out there on social media nearly enough. I suspect that could change” (EX*). 

One sport leader was supportive of the organisation’s use of Twitter from a business and 

strategic perspective because it had “become a leading strategy and a leading link between 

ourselves and the people outside the footy club” (EX25). But he said that he was yet to be convinced 

of the value to the business for him using it on a personal level: “no one has come up to me at this 

stage and said, ‘you’ve got to be on Twitter or Instagram for the club for this reason’. We are still 

guessing a bit … how do we get a return on investment? We are all on a flight to quality data. When 

we get there, we will say that it’s great” (EX25). 
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While the majority of CEOs did not use Twitter, all 14 sporting organisations (NSOs and NLTs) 

included Twitter in their communication strategy, with many saying it had become an information-

based news service for the media and was particularly suited to sport: “Twitter is more information-

based … in our arena” (EX27); and “We are focused on Twitter because that’s where the journalists 

are. We are dealing basically with our stakeholders in the media world more than anything, so we 

go where they go.” (EX08). One sporting organisation had established a Twitter media handle which 

they used not only to inform media, but also to correct media when they believed they had 

published incorrect and non-factual information. “… so, while people can smack us, we can correct 

stuff. And we use that (Twitter) handle only to correct things which are wrong, not to voice opinions. 

But it’s proved to be a really good tool … there’s one thing it’s shown us is the public mightn’t like 

us all the time, but they don’t like the journalists more of the time” (MM03). The sport’s CEO said it 

had proved to be successful for the organisation: “It (media Twitter handle) hasn't been particularly 

popular with certain journalists and publications, but it has been very effective" (EX04). 

Most media managers believed Twitter had become a news feed and a platform where 

media break news: “… everyone wants to get that Tweet in, so nothing stays secret now. You might 

have a plan of how you are going to announce something, but it always gets out … media tend to 

break stories on Twitter and then follow it up with an article” (EX08). Not all media managers were 

convinced about the effectiveness of Twitter: “Twitter is an interesting one; it’s a bit of a broadcast 

thing. I don’t know if it is reaching the masses, but you’ve still got to do it as well” (MM17), and “… 

the stuff on Twitter is coming from somewhere else. It is normal news … so, it’s an aggregation site 

in some ways. It sort of cracks me up a bit. If mainstream news died, all these things would fall apart 

because they’re underpinned by them” (MM10). 

6.2.3 Diversification of Target Group Communication/ Distribution  

The data review showed that all 14 sporting organisations in this study used EDMs as the key 

technique to communicate with and distribute information to targeted groups, including to a wide 

variety of stakeholders, from current and potential supporters, to members, government, 

commercial partners, and media: “We send EDMs to 25,000 members, with a 96% satisfaction rate 

and an 86% open rate. It is a dedicated program of communication, set in advance” (MM07). EDMs 

were considered a valuable method of targeted communication and distribution, made possible 

through the more sophisticated and advanced technology. They allowed for greater engagement 
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and access to valuable data and demographics about each sporting organisation’s customer base, 

for communication and marketing purposes. Sporting organisations had the ability to communicate 

with more than 100,000 members at the same time or issue a media release to 1000 journalists in 

one ‘hit’ or send that same information to a select segmented database. 

Table 13 

Themed Quotes 

 
Note: Sample themed quotes relating to diversification of target group communication and 

distribution. 
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6.3.2.1 EDMs. In 64% of sporting organisations in this study, the commercial/ marketing 

departments were responsible for the majority of EDMs issued (refer to examples, Figure 19), with 

the exception of EDMs issued as media alerts/ releases (refer to examples, Figure 20), which were 

managed by the media and communication departments. Using EDMs to provide a reward to 

members with access to exclusive news was a strategy used by a number of organisations, and one 

which required a coordinated approach between the communication and commercial/ marketing 

departments: “We always go out to our members via an email first with any news, even if it’s just 

by 15–20 minutes … that’s just one of the benefits” (MM17); and “We use EDMs a fair bit  … to our 

members and we have different EDMs going out to our non-members as well, so we make sure that 

our members get the news first and then the rest get the news as well”(EX08). 

The decision by sporting organisations to give members access to ‘exclusive’ information 

such as team lists via EDMs, before releasing it to the general public and media, did not please some 

media, who found a way to access the member-first information by paying for club membership: 

“Now it doesn’t always work that way, because sensible media people just sign up as members. 

They spend their 50 bucks to become a member and they get that information anyway” (MM11). 

For the majority of sporting organisations, EDMs have a marketing focus, used to build relationships 

and increase sales, either directly with purchases of tickets (MM19), memberships and merchandise 

(refer to quotes, Table 13), or indirectly as an avenue for commercial partners to connect with a 

target market: “When we took over the [sporting organisation] we had a database of 11,000 people 

… in two years it has become 400,000 people and it’s very clean, usable data … so the EDM is a very 

valuable asset for us” (EX22). 

One concern regarding EDMs was the high volume that people received each day and 

whether this would affect the open rate and effectiveness of it as a communication tool: “I don’t 

know what the cut-through is on that. The problem all sporting clubs have is they bombard people 

with so many of those things it’s just noise” (MM10). 
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Figure 19 

Different Uses of an EDM by a Sporting Organisation (NSWRL, personal communication, 12 July, 

2021; 26 June, 2021; 15 August, 2021) 

 
 

 

Figure 20 

Multi-purpose Use of EDMs by a Sporting Organisation (NSWRL, personal communication, 29 May, 

2021; 25 June, 2021; 9 July, 2021) 
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6.4 Commercialisation: Trading and Selling Content; Data Capture 

Media managers and sport leaders revealed the changing nature of sporting organisation 

websites in response to questions about techniques and practice being commercially driven or for 

greater stakeholder engagement. Initially used as a one-way forum to inform stakeholders of club 

and team information, websites have now become a key digital asset that could be used for 

commercial purposes (refer to quotes, Table 13). In conjunction with various other digital and social 

media platforms and channels like Facebook, Instagram and Twitter, sporting organisation 

communication and content strategies, had a strong emphasis on driving traffic to their websites: 

“As far as social media is concerned there are different apps, different channels we use to 

communicate. There has been the strategy of getting the message out there then pointing people 

back to the website, which is more readily commercialisable” (EX16). 

Commercialisation of digital assets had become more sophisticated, beyond simple banner 

ads on websites, in line with the more advanced methods of tracking data and engagement across 

all digital/ social platforms. These changes had seen a sporting organisation’s digital assets form 

valuable components of all commercial partnerships, no longer an add-on or give-away. Almost 

every piece of content was seen to have a value, including images, videos, and matches for live 

streaming. The move of the media landscape away from traditional methods of advertising towards 

digital forms, was a gamechanger for sporting organisations. This represented a significant change 

for those working in media and communication roles in sporting organisations (media managers), 

an area of the business that traditionally did not bring money into the organisation. Now more than 

ever media/ communication and commercial/ marketing departments need to work more closely 

together, with lines often blurred in organisations where structure, resourcing and roles were 

unclear. Previous chapters have uncovered some conflicts and tensions that have occurred as a 

result, both internally and externally, as communication professionals juggled competing, often 

commercially driven, interests to use the same content. 
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6.4.1 Websites 

Interview data revealed that 86% of sports operated under a system where the national 

sporting bodies (NSOs) owned and managed a national website network, which NLTs and state 

bodies were part of (at a financial cost). One sport was a late developer in this area, and a national 

network system did not exist but was being reviewed at the time of the interview for this study; 

while another had a national network in place, but it was undergoing a transformation: “Our website 

is more staid … I don’t think people go to websites for news anymore. We post obituaries on there” 

(EX05); and “Our websites are not great. It is going to be a big off-season project for us. They are 

not terribly functional and we don’t have a lot of control over them” (MM06). 

The structure of the national networks differed from sport to sport. Some NLTs were happy 

with the arrangement of being part of a national network; others were not: “Initially all the websites 

looked the same, now the clubs can customise them … but if we want, for example, banners on the 

website, we've got to buy it off the [sporting organisation] and then on-sell it, so it's ridiculous” 

(EX08); and: “we actually don’t pay for our website … we manage the content and all the backend 

but it’s actually built and owned by [sporting organisation] and they pay all the fees. We used to run 

our own and it used to cost us a fortune. We monetise it from a fact that we put our sponsors up … 

but that’s all” (MM07). 

There was a strong understanding that quality data was linked to quality content, hence the 

value in media/ communication and commercial/ marketing departments working collaboratively: 

“… sponsors will see the value in our data. To get quality data and to grow your data you need to 

produce quality content” (EX20). Data capture was a key area of importance to sporting 

organisations, with sport leaders acknowledging the significance of quality data on many levels, not 

just in in relation to both communication and commercialisation, but for whole-of-business benefits: 

“We are well positioned for the future but we will continue to reinvest. And I am not expecting that 

this area of our business [communication/ digital] becomes a large profit centre over the next five 

years, but I think beyond that it will help us grow” (EX20); and “Data is very important and acquiring 

the data … constantly evolving, that’s the mantra here … we are constantly looking at what’s going 

on and not only in the sporting sphere. You’ve got to be able to leverage what is current and what’s 

happening in the world beyond just sport” (EX27). 

Not all sports had been able to commercialise their digital assets as yet and one sport in 
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particular had made a deliberate effort to change the focus of the organisation from a belief that its 

digital channels would provide a guaranteed solution for its financial future: “I've probably put a 

stop on the focus on return on investment on digital … because it is something that at one point a 

few years ago, they [the Board] thought our digital channels were going to be the answer to our 

commercial growth … You have to invest a lot of money to get to that point … commercial revenue 

will be a result of it; it’s an output, but it’s not the why” (EX21). 

6.5 Prioritisation in Day-to-Day Practice 

The previous sections in this chapter have documented how sporting organisations have 

diversified their communication and distribution techniques with stakeholders and targeted groups, 

using a variety of channels and digital/ social media platforms, such as Facebook, Instagram, Twitter, 

EDMs and networked websites. But analysis of interview data also showed that, despite 

prioritisation of digital and social communication, and a focus on owned media (creation, 

production, and distribution) and using their own media channels, sporting organisations continued 

to value traditional media and methods of storytelling through ‘earned’ media (news media 

coverage). While sporting organisations were less reliant on traditional earned and paid media 

(advertising), strategies prioritising the need to build capacity to tell and sell their story their way 

on their own channels has not been implemented at the expense of using traditional media and 

maintaining media relationships. 

Instead, for most sporting organisations, traditional media is seen to complement, not 

compete with, digital and social media communication practices. This is an area that has already 

been addressed in Chapters 4 and 5, so it has been acknowledged here, but not in the same detail: 

“Social media is important for engaging with one type of stakeholder or some types of stakeholders 

but obviously it’s also important to not overemphasise any one type of media and neglect others” 

(EX22); and “Sponsors still value mainstream traditional media more than anything else. The other 

stuff (social media) doesn’t have the same credibility and standing as print ‘cause the mainstream 

media still does have a credibility of being an external party talking about you” (MM10). 

6.5.1 Managing and Maintaining Media Relations 

Managing and maintaining media relationships is a common theme that has emerged 

throughout this study and has been documented in the findings for Chapters 4 and 5 (refer to 
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quotes, Table 14). Findings in this chapter also demonstrated that media managers across all 

sporting organisations still relied on traditional media methods (creatively and strategically) to 

communicate with stakeholders, and they prioritised building and maintaining relationships with 

traditional media in day-to-day practice: “We’ve got social media followers that are far bigger than 

[media organisation]—but one might argue that we can get our own message out there on our own 

and we don’t need external media or an agency to provide that coverage. But I think we absolutely 

do need a balance between what we put out (internally) and what we put out externally” (EX20). As 

in previous chapters, findings also indicated that sporting organisations believed that the public still 

relied on traditional media as one of their news sources, adding to the need and value in maintaining 

media relationships: “it remains a fact that hundreds of thousands, millions of people go to The 

Telegraph or The Herald to read their news. A lot of people believe entirely everything that is 

written. That is why you need to ensure it is accurate and you are … committing the right level of 

time and resource to maintain those relationships and factual information” (EX16). 

Simmering tensions and conflict in the media-sport relationship were identified in the 

findings, with discussion centred on the media-like activity of sporting organisations competing with 

or complementing traditional media organisations: “I absolutely get the relationship between the 

external media, the club, and we have got our own in-house communication in media. I understand 

the interaction of all of those. It seems though there is always, and there should always be, tension 

points within all of those relationships” (EX20). Facebook, Instagram, Twitter, EDMs and networked 

websites were all considered important techniques for everyday communication practice and 

management, but not at the expense of strong and respectful relationships: “if you can’t have 

proactive relationships with the media, you can’t do your job” (EX20). 
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Table 14 

Themed Quotes 

 
Note: A sample of themed quotes relating to prioritisation in day-to-day practice. 
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6.6 Summary 

The findings in this chapter indicate that professional sporting organisations in Australia are 

using a variety of ever-evolving new digital and social media channels and platforms to distribute 

their own content and communication directly to stakeholders and targeted groups. This strategy 

has resulted in much greater communication output and management than ever before as media 

managers have accommodated traditional and new demands, with new forms of communication 

creating additional work, not replacing traditional forms. Previous chapters found that sporting 

organisations had reacted to a perception of the growing importance of media today—especially 

digital and social media —and had acted by making changes to structure (including organisational 

structure, human and financial resources), increasing their capability to tell and sell their stories and 

delivering their own content directly to stakeholders. Sporting organisations, like media 

organisations, have diversified practice, with digital assets providing both a valuable communication 

tool and a commercial asset as an alternative revenue stream. As was also found in previous 

chapters, sporting organisations still value traditional media and methods of storytelling, so utilising 

traditional media and maintaining relationships with media is a best-practice priority for media 

managers tasked with juggling competing interests, both internally and externally. 

The findings in this chapter and the preceding two chapters will now form the basis of a 

discussion in Chapter 7 of the key findings of the impact of mediatisation on the perception, 

structure, and practice of communication management of professional sporting organisations in 

Australia in the 21st century. 
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Chapter 7: Discussion 

The aim of this thesis was to explore the influence of digital mediatisation on the 

communication practices of professional sporting organisations in Australia. A key objective of the 

study was to improve understanding of, to what extent and how, the ongoing process of change, 

prompted by digitisation, is transforming the nature of media-sport interactions and sport 

communication practice, in particular for senior media managers in their everyday occupational 

roles. Another objective was to contribute to the conceptual understanding of mediatisation as a 

valuable, flexible and less media-centred theoretical framework for investigating communication 

management in sporting organisations. 

The findings presented in Chapters 4, 5, and 6 provide a unique insight into the challenges 

and opportunities afforded by digitisation in everyday communication and interactions with key 

stakeholders from the perspective of industry leaders in professional sporting organisations in 

Australia. The findings were drawn from a qualitative analysis of 27 semi-structured interviews with 

sport leaders and senior media managers. The analysis was achieved through adopting a theoretical 

framework with a multilevel structure that focused on the dimensions of perception, structure and 

practice (Donges & Jarren, 2014), used to investigate mediatisation approaches (Frandsen 2013, 

2015, 2020). Central to the three-step approach was the definition of mediatisation and its 

indicators as a “reaction” of (sports) organisations to the “consequence of perceiving the media and 

mediated communication as gaining in importance in their environment” and that reaction implies 

“changes in organisational structure (rules and resources for communication) and behaviour 

(degree and form of communication output)” (Donges & Jarren, 2014, pp. 188–189). 

This chapter now brings together the key points from the findings to address the three 

research questions (RQs) for this thesis and to draw some conclusions around the primary research 

question: How is digital mediatisation influencing the communication practices of professional 

sporting organisations in Australia? 

RQ1:  How do professional sporting organisations perceive the importance and influence 

of the media today in their everyday operations and communication? 

RQ2: How are professional sporting organisations changing to address the pressures and 

opportunities afforded by digital mediatisation? 
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RQ3 What techniques are professional sporting organisations using to interact with 

stakeholders and to manage communication?  

The discussion chapter is presented in three sections, with a focus on the key dimension of 

mediatisation relevant to the research questions – the dimensions of perception (RQ1), structure 

(RQ2) and practice (RQ3). This structure is aligned with the approach to the findings chapters and 

the framework applied to the thesis throughout all stages from research to analysis and discussion. 

Discussion begins with the dimension of perception, which is the starting point for the concept of 

digital mediatisation at an organisational level. 

7.1 RQ1 Discussion: Dimension of Perception 

This section discusses the key findings in relation to Research Question 1, designed to confirm 

an awareness of, and a perception of, the growing importance of the role and impact of digital media 

on the everyday communication practice and interactions of sporting organisations. The outcomes 

are indicative of the first aspect of (digital) mediatisation, the dimension of perception, in which 

organisations “become aware of media and start considering them a relevant and central part of 

their environment, in order to survive or achieve other prioritised rational or irrational goals” 

(Frandsen 2020, p. 85). Three key findings are discussed, with a common over-arching theme, which 

is the evidence of conflict and tension between media and sporting organisations. The findings 

indicated that sporting organisations perceive the following: 

7.1.1 Digital Mediatisation Signals a New Media-Sport Order  

7.1.2 Traditional Media are Still Important 

7.1.3 Media Attitude and Appetite for Content is Prioritised Over Accuracy. 

Levels of conflict and tension are evident in all three findings, occurring internally in sporting 

organisations between departments, as well as between national league team organisations (NLTs) 

and their governing bodies (NSOs), and externally with digital and traditional media. 

7.1.1 Digital Mediatisation Signals a New Media-Sport Order  

Drawing on interview data exploring perceptions of digital media among key people and 

communication practice routines of Australia’s leading professional sporting organisations, findings 

illustrated that the media-sport relationship is in a “new stage of evolution and some sort of break 
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from the past today” (Boyle & Haynes, 2004, p. 2). Digital media, which are saturating almost all 

domains of society, has increasingly become a strong focus for all sporting organisations who are 

experiencing the “birth of a new media sport order” (Hutchins & Rowe, 2012, p. 4) and, therefore, 

involved in a “new wave of mediatisation” (Frandsen, 2015, 2020), also considered to be an 

advanced stage of mediatisation known as “deep mediatisation” (Couldry & Hepp, 2017; Hepp, 

2020). 

The wide-ranging nature and operations of sporting organisations illustrated in this thesis 

means that they are mediatised on different scales, with the processes of mediatisation intensified 

by digital media. In line with Frandsen’s approach (2015, 2020), this thesis also found that 

“mediatisation with digital media is a varied and complex phenomenon across sports”. Frandsen 

(2020, p. 88) identified an observable digital divide between large and small organisations in her 

study of Danish national sporting federations, a divide that  was also evident in this thesis, whereby 

digital communication was perceived to be important by all organisations but prioritised more by 

the larger organisations with greater resources. 

Historically, the relationship between media and sport was perceived as symbiotic 

(McChesney, 1989), implying each needs the other to survive; with media and professional sport 

considered, so intertwined that scholars combined the terms into one “MediaSport” (Wenner, 

1998). Media relied on the content of sport for ratings and readership, while sporting organisations 

relied on broadcast rights as a major source of revenue and used media reach to communicate with 

fans and promote ticket sales (Sherwood, Nicholson & Kerr, 2015). 

However, this thesis has shown that significant and rapid changes in the media landscape 

and communication behaviours of both media and sporting organisations today, through the 

digitisation of communication practices, has forced both media and sporting organisations to 

diversify for survival. It has transformed their relationship at all levels—macro, meso, and micro—

and, in particular, everyday interactions between sport journalists and media managers. This thesis 

found evidence confirming conflict and tension existed on a number of levels as media managers 

juggled internally and externally competing content needs and demands. 

The rising influence and importance of digital and social communication in everyday life has 

necessitated that sporting organisations produce, distribute, and commercialise their own content, 

while maintaining symbiotic relationships with traditional media, who are hungry for constant 
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content 24/7 and are rapidly evolving to remain relevant. The affordances of digitisation have 

disrupted the traditional media-sport relationship, with sporting organisations having more control 

over their messaging and narrative through their own channels; and mainstream media having less 

influence on agenda-setting, with sporting organisations less reliant on them to tell their stories. 

The ability of sporting organisations to deliver their own content has contributed to a change 

in the media-sport hierarchy, as evidenced in this study’s findings, whereby most sporting 

organisations agreed the media-sport hierarchy was changing (or flattening) as media’s power to 

influence had diminished. The concept of the flattening of the media-sport hierarchy was introduced 

by Gibbs and Haynes (2013) as the outcome of a study investigating how Twitter had changed the 

nature of media-sport relations. The study found that the “content of sport is no longer controlled 

and distributed by traditional media organisations” (Gibbs & Haynes, 2013, p. 406); and the 

traditional one-way communication model was now a two-way mode. Gibbs and Haynes (2013, p. 

396) believed that this was the “first detailed insight into the transformation of sport media relations 

in response to social-media and digital-media culture” and, claimed a new contribution to sport-

media relations literature, in relation to the flattening of the hierarchy. It was evident in the findings 

of this thesis that, like Twitter, other digital and social media platforms such as Facebook and 

Instagram, had also changed the nature of media-sport relations, leading to a change in the balance 

of power, traditionally in favour of the media. This thesis also agrees with the findings that 

supported the study of Gibbs and Haynes (2013) relating to the ability of sporting organisations to 

bypass media and publish information on their own channels if they choose to: long-standing 

practices and norms related to sport-media relations changing; gatekeeping functions related to the 

nature of traditional media relations slowly diminishing; and creating new job responsibilities that 

have changed the nature of media relations in sport. Other studies (Fernandez-Souto et al., 2019; 

Sanchez, 2012; Moragas, Kennett & Ginesta, 2011) also acknowledged that media-sport 

relationships had become ‘complicated’ as sports began to create and manage their own 

communication and were less reliant on traditional media. 

The shift in the balance of power between media and sporting organisations, away from 

media as the dominant partner in the long-standing relationship, as indicated by the flattening of 

the media-sport hierarchy concept (Gibbs & Haynes, 2013), has also been acknowledged in studies 

of the media industry. A survey of sport journalists in Australia (English, 2019, p. 155) “paints a much 

gloomier picture” of the industry than previous studies, acknowledging that the changed 
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environment “has altered the power structures and affected the place of sport journalism within 

the sports field” (English 2019, p. 156). It confirms a significant change in the power balance in the 

media-sport hierarchy and provides support for this thesis’s finding that digitisation is signaling a 

new media-sport order. The English study (2019) is significant because it draws on the perspective 

of Australian sport journalists, who were not interviewed for this thesis, which I identify as a 

limitation and worth pursuing in future research. 

Other studies (Sherwood & O’Donnell, 2018; O’Donnell et al., 2016; Sherwood & Nicholson, 

2017) acknowledge many factors contributed to the widespread upheaval and immense changes to 

sport journalism over the past decade, including budget cuts in newsrooms and contraction of 

advertising revenue, at the same time as more competition across multiple digital, social, and online 

channels, increased workloads and fewer staff through redundancies. These factors were identified 

in this thesis by media managers and sport leaders describing their perception of media today and 

the issues impacting on media-sport interactions. They also align with findings that support 

observations by Gibbs and Haynes (2013) about the flattening of the media-sport hierarchy and the 

changing nature of interactions because of changes to long-standing practices and norms, including 

the gatekeeping function of traditional media and changing roles. 

This thesis found overwhelming evidence that the change in the media-sport order due to 

digitisation, had led to tension and conflict between media and sporting organisations, in particular, 

around everyday interactions including those concerning content and access. The potential for 

digitisation to result in such conflict and tension was foreshadowed by Hutchins (2010), with his 

study highlighting concerns that digital platforms could change the nature of sport media and, in 

turn, result in conflict as sport content shifted from traditional rights-holding broadcasters to online 

platforms. These concerns were further demonstrated by Sherwood et al. (2016, p. 16) in a study 

investigating whether Australian sporting organisations were “cutting off media access in order to 

publish stories on their own platforms”. The study (2016, p. 17) found “conflict and tension rather 

than symbiosis are increasingly likely to characterise the relationship between sport and the media” 

as sporting organisations attempted to act like media organisations as content creators, producers, 

and distributors. It concluded that conflict between media and sporting organisations is “developing 

rather than receding” (Sherwood et al., 2016, p. 17) and that tensions were more likely to be played 

out in everyday negotiations within the media departments of sporting organisations and other 
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departments within the organisation that determine where and how stories appear and are framed, 

rather than in public. 

It was evident in findings in this thesis that tensions had not receded and rather than 

“increasingly likely to characterise” the media-sport relationship, this was a reality. As illustrated in 

other studies (Sherwood et al., 2016; Sanchez, 2013), this thesis found evidence confirming conflict 

and tension existed on a number of levels as media managers juggled competing content needs and 

demands, internally and externally, with departments (such as commercial) in their own 

organisations, with governing sporting bodies and with media organisations. However, this study’s 

findings also indicated that sporting organisations believed that they were making strategic 

decisions about content placement, rather than acting in direct competition with media 

organisations. Similarly, Sherwood et al.’s (2016) case study of a professional [AFL] club revealed 

minimal evidence of stories being selected to run on the club’s channels, ahead of traditional media, 

but, that attempts to do so were “to grow the channels, but not to compete with media, but as a 

way to influence media agenda” (Sherwood et al., 2016, p. 13). 

The attempts to influence media agenda were a cause of conflict and tension for media and, 

in some studies (Sanchez 2013; Sherwood & Nicholson, 2017), were also linked to issues with limited 

or controlled access to athletes and/or coaches for content (Hutchins, 2010). Sherwood et al. 

(2017a), found that access to athletes and coaches at Australian professional sport organisations 

was “highly routinised, managed, negotiated and framed” (p. 153) and that there was evidence to 

indicate “the media-relations manager within Australian professional sporting organisations acts as 

an important, if not the most important, gatekeeper within the sport media production economy” 

(p. 154). The Sanchez study (2013, pp. 212–213) presented the perspective of sport journalists (in 

Spain), who used words like “couldn’t be worse”, “regression”, “negative” and “tight secrecy” to 

describe their relationship with the communication department of a leading professional football 

club which they claimed had “deteriorated because of limited of access to information” as it had 

become a “control mechanism”. 

As already acknowledged, a limitation of this study is that it did not include the voices of 

sport journalists, which would be a useful consideration for future research. The benefits of 

involving sport journalists in Australia in this study are highlighted by the comments of senior sport 

journalist Paul Kent (2021). His views about the need for the NRL to follow the lead of American 
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sports and elevate media managers to executive roles make him an unexpected ally for media 

managers who feel strongly about their position in the organisational structure. Kent’s comments 

on the damaging impact of ongoing poor use of social media by players from a premiership-winning 

club, which has tarnished their brand and public perception follow: 

In American sports, like the NFL, the communications boss usually occupies a level within the 

organisation that is equivalent to vice-president. They hold power to dictate even to the coaches. 

This is a nod to the importance of getting their public message right. The media teams at NRL clubs 

are usually junior level office staff, with no say on club policy. If they dared risk telling the coach what 

interviews he must do, for example, they would soon find themselves flipping burgers or worse, 

sentenced to writing columns for a living. Given the importance of messaging, and the cost of a 

sponsor walking away on the back of a post made in poor taste, this is a major failing within the NRL” 

(Kent, 2021). 

The significance of this comment—that a sport journalist believes the media manager should 

occupy executive status in a sporting organisation—cannot be overstated, for two reasons. Firstly, 

it acknowledges the importance and value of an experienced senior media manager to a 

professional sporting organisation. Secondly, it seems to contradict some of the common views 

about conflict and tension in the media-sport relationship. Findings have suggested that the change 

in the media-sport order as a result of digitisation, had led to tension and conflict between media 

and sporting organisations around everyday interactions, including those concerning content and 

access. But, regardless of the media-sport tension and conflict created, Kent’s comments suggest 

that sporting organisations cannot afford not to have a media manager with executive status. While 

Kent is talking about media managers in rugby league specifically, the quote points out the varying 

nature of the media manager role across sports and, indeed, exploring that dynamic and change 

over time is one of the motivating factors for this study. 

With respect to the dimension of perception as the first aspect of mediatisation (Donges & 

Jarren, 2014) being explored in Research Question 1, it was not surprising that sport leaders and 

senior media managers perceived an increasing importance of digital media in their environments, 

but this section also highlighted the significant change in the media-sport hierarchy and relationship 

and the resulting conflict and tensions.  

7.1.2 Traditional Media is Still Important 

Media and communication are fundamental to the business of sport and critical to leading 

strategy and links to key stakeholders, including fans, media, government, community, and 
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commercial partners. This thesis found clear evidence that, despite a strategic business 

prioritisation and focus by sporting organisations to utilise, develop, and grow their own channels 

and the ability to communicate directly with their fans, delivering their own message on their own 

platforms, traditional media were as important as ever, along with the role of the media manager. 

For clarity, in line with the previous point about a new media-sport order, the importance of 

traditional media and facilitating media access is mostly on the terms of the sporting organisations. 

Senior leaders and media managers believed that digital and social communication management 

was an important function in everyday practice in sporting organisations, in addition to managing 

traditional media, but not in place of it. This finding meant that strategic communication 

management, along with managing and maintaining media relationships with traditional media, was 

now a key role of media managers, many of whom were also responsible for contributing to their 

media organisation’s digital platforms and social channels. The strategic management of 

communication is an important distinction to make here because it highlights that while traditional 

media coverage is valued by sporting organisations today, it is specific types of coverage, produced 

in certain ways with key messaging that is facilitated strategically.   

Similar to the findings in this thesis, a study involving 37 public relations staff in Australian 

sporting organisations found that “most organisations still value traditional media coverage and aim 

to facilitate this first” (Sherwood et al., 2016, p. 16). It also found the most common reasons for this 

finding were that traditional media were believed to have greater reach than the sporting 

organisations’ own channels, and sponsors still valued it. Similarly, findings in this thesis identified 

that the most common reasons for traditional media still being highly valued by sporting 

organisations were that the public valued an independent voice talking about their sport; 

commercial partners still valued a back-page story; and traditional media enabled a greater reach 

to a broader audience and potential new fans. Findings also established that traditional media 

performance through key performance indicators (KPIs) and monitoring of media were routine 

practice in sporting organisations and indicators of mediatisation in the dimension of perception. 

Given the importance of traditional media to sporting organisations, the role of the media 

manager in managing and maintaining relationships was also considered as important as ever and 

regarded by many interviewed for this thesis as the No. 1 skill in best practice for media managers. 

Several studies and textbooks (Moynahan, Hall & Taylor, 2002; Pedersen et al., 2007; Sherwood et 

al., 2015) support the view that a “key function of sport public relations is servicing the media, most 
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often referred to as media relations” (Sherwood et al., 2016, p. 6). Sport leaders and media 

managers agreed that maintaining good relations could also build trust and help to negate or 

minimise negative coverage of stories and issues that could be damaging to the organisation’s brand 

and reputation as measured through media monitoring. 

This thesis found evidence that digital mediatisation made maintaining media relations a 

challenge because of the need to balance competing interests for access and content internally and 

externally, requiring a measured and deliberate approach to determining where and when to place 

content - either with traditional media or on the organisation’s own platforms or channels. As 

identified and discussed in Section 7.1, studies showed that this is an area which has caused some 

conflict and tension with external media and the once symbiotic media-sport relationship, with 

concerns raised by media about attempts to influence media agenda and to limit access. It has also 

caused conflict within a sporting organisation between different departments and externally 

between the governing bodies of sports (NSOs) and their national league or state member 

organisations (NLTs). 

This section confirmed the importance of traditional media and, consequently, the increased 

importance of the media manager role. Interestingly, while the media managers of sporting 

organisations indicated that relationships with journalists and media organisations were as 

important as ever, studies from the perspective of journalists portrayed a negative view of the 

relationship between journalists and sporting organisations across the United States, Europe, and 

Australia (Sanchez, 2013; Hutchins, 2010; English, 2019; Iturregui-Mardaras et al., 2020). This issue 

warrants a future study comparing the perspectives of both media managers and journalists in 

Australia, United States, Europe, and United Kingdom, where the major professional sporting 

leagues are played. 

7.1.3 Media Attitude and Appetite for Content Prioritised Over Accuracy 

This thesis found that sporting organisations commonly believed that the 24/7 rapid news 

cycle had changed the media's appetite and attitude about content—it was constant and insatiable, 

with a "guess and go" (MM01) approach that prioritised speed before accuracy, quality, and 

relationships in the race to be first with the news. The traditional pursuit of news had changed to a 

broader and ceaseless pursuit of content, which involved using social media platforms not only as a 

source of news, but also to promote their own stories that featured in traditional media. The media 
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had dispensed with aspiration as moral gatekeepers and have had to prioritise engagement and 

immediacy over accuracy and quantity over quality. The pressure to publish (quickly and be first), 

combined with reduced resources, had led to a drop in standards whereby stories were not always 

checked. What was considered to be news or newsworthy had changed, which was reflected in the 

public interested vs. public interest comment of one participant. There was increased interest in 

something more than on social, more clickbait, and scandal sport news. 

Several studies support these findings. Hancherick (2011, p. 19) acknowledged that the 

pressures of speed and accuracy increasing with technology meant that mistakes were inevitable, 

and confirmed the demand for stories based on gossip and speculation: “… the demand for instant 

publication of news forces reporters to sometimes blur the line that divides what is ethical and what 

is not … The public constantly demands the next big story, forcing journalists to sometimes bend 

the rules to deliver”. 

Hutchins (2010, pp. 246–247) confirmed that journalists were relying on social networking 

sites such as Twitter and Facebook “to trace discussion and find comments to use as the basis for 

reports”. However, he found that sport journalists’ claims of lack of worthwhile access to 

sportspeople were used to explain the growth in celebrity style sport reporting based on rumour 

over fact. This issue was discussed in Section 7.1. Findings in this thesis indicated that it is more than 

an issue of access and there are several contributing factors, including a change in attitude and 

appetite about news and content, as well as the impact of staff cutbacks in media organisations. 

O’Donnell et al. (2016, p. 48) identified the impact of a significant “brain drain” from 

Australia’s main newsrooms as a result of cost cutting from the senior ranks in converging digital 

newsrooms is that “young journalists would have no mentors or guidance and the quality of news 

reporting would inevitably suffer”. This was evidenced in the researcher’s findings and identified as 

a concern of sporting organisations who found that it had led to inexperienced staff not having the 

benefit of mentors and being corrected on poorly submitted material, or being asked to rewrite or 

check the accuracy of their stories. They complained that incorrect material was published and 

recycled on numerous other platforms before being corrected, if at all; and that speed and a need 

for constant turnover of content was prioritised over accuracy. 

The impact of digitisation on the ethics of journalism practice was highlighted in a previously 

published paper arising from this doctoral project (Edmondson, 2018, p. 54), which found “routine 
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violations of core ethical standards of Australian journalism—such as ‘striving for accuracy’, doing 

the ‘utmost to give a fair opportunity for reply’ and achieving ‘fair correction of errors’—are 

occurring as a result of the pervasive digitised 24/7 news cycle”. The speed of the news cycle was 

identified as one contributing factor along with the loss of experienced journalists as a result of cost-

cutting in traditional media organisations: “Participants believed young journalists, who have 

replaced senior sport journalists in shrinking news rooms, are not taking time to build relationships 

with contacts in sporting organisations and are happy to burn contacts; while CEOs, coaches and 

players do not know the new young reporters and are not sure who they can trust” (Edmondson, p. 

64). 

A study by English (2019, p. 161), found that cutbacks had also meant fewer journalists were 

involved in specialised rounds which used to be “prioritised in a newsroom and possess higher 

capital”, while many journalists in contemporary newsrooms were working across multiple 

platforms, with online often a major focus. The findings by English highlighted concerns that were 

also evidenced in the researcher’s findings. The reduction in the number of specialised rounds was 

a key concern for the smaller sporting organisations, such as netball and basketball, who no longer 

had specialist writers assigned to their sports, but all-rounders. The larger sports, like rugby league, 

AFL and cricket, still had specialist rounds. Other participants said that because journalists were 

undertaking multiple roles—as print and/or online journalists for a publication, television and/or 

radio commentators, or bloggers—they never knew where their interviews would appear or in what 

capacity they were talking to a reporter. 

The reference to “capital” is significant. Findings in this thesis acknowledge that those with 

specialised rounds can increase their voice or “media capital” as a result of the demands for more 

content across multiple platforms. For example, the chief rugby league writers from the major 

Sydney newspapers all have their own newspaper columns and appear on television and radio 

football programs as experts, as well as promoting their stories on personal and work social media 

platforms such as Twitter, Facebook and Instagram. Some also have podcasts. There is evidence in 

the researcher’s findings that the same media capital concept could be applied to sporting 

organisations, which can act like media through the use of their own channels. Other examples 

included CEOs who used Twitter extensively as a form of “capital”. The significance of this finding is 

that it justifies the use of mediatisation as a concept to explore communication management and, 

more specifically, how the field of media today influences everyday operations and communication 
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in sporting organisations. It supports Couldry’s (2003) idea of an alternative explanation to 

overcome the challenges presented by the concept of media logic in mediatisation studies. Couldry’s 

(2003, p. 2) concept of “media meta-capital” is an adaption of Pierre Bourdieu’s “field theory” 

approach (Bourdieu, 2000, p. 99) to explain interrelations between different “fields” (such as the 

field of media, field of sport, field of print journalism, field of radio journalism etc.). He speculated 

that long-term “media capital might emerge in its own right as a new ‘fundamental species of 

capital’ that works as a ‘trump card’ in all fields—just as economic capital is” (Couldry, 2003a, p. 29). 

Findings in this thesis support further exploration of this concept and its application to digital 

mediatisation studies. 

The “media meta-capital” concept may offer a way of understanding the conflict and tension 

in the relationship between media and sporting organisations which has emerged as a common 

theme in the discussion in this section about Research Question 1 and will also be identified in the 

next two sections discussing Research Questions 2 and 3.  

7.2 RQ2 Discussion: Dimension of Structure 

This section discusses the key findings in relation to Research Question 2, which are designed 

to establish how sporting organisations have reacted to digital mediatisation. The outcomes are 

indicative of the second phase of digital mediatisation which becomes “manifest in two general 

ways, namely, changes in organisational structure and behaviour” (Donges & Jarren, 2014, p. 189), 

“where organisations may act on their awareness (of media) through internal organisational 

changes and by modifying their communication output” (Frandsen, 2020, p. 85). The discussion 

focuses on what actions sporting organisations have taken to make changes in the structural 

dimension, while the discussion of Research Question 3 will focus on changes to communication 

output in the dimension of practice. 

This thesis determined changes in structural dimension through interviews with sport 

leaders and senior media managers exploring changes in organisational structure, including the 

positioning and importance of the communication department and media manager, changes in roles 

and responsibilities of communication staff; as well as identifying any changes to how much time, 

money and resources had been allocated and invested in communication management, including 

huse of external resources. Changes to these components of organisational structure were all 
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considered important indicators of mediatisation (Donges & Jarren, 2014, pp. 189–191) in the 

dimension of structure phase. 

Three key findings will be discussed, indicating the following changes that professional 

sporting organisations have made to address the pressures and opportunities afforded by digital 

mediatisation:  

7.2.1 Dawn of a New Era with Elevated Status and Strategic Communication Focus 

7.2.2 Restructuring but With No Uniformity or Certainty; In a State of Flux 

7.2.3 Acting like Media Agencies with Varying Levels of Sophistication. 

As with perception findings in the discussion about Research Question 1, evidence of an 

over-arching theme of conflict and tension between media and sporting organisations from a 

communication perspective was also found.  

7.2.1 Dawn of a New Era with Elevated Status and Strategic Communication Focus 

The analysis of findings in Chapter 5 relating to structural dimension identified that 

mediatisation has led sporting organisations to increase prioritisation of strategic and operational 

communication. There was a strong focus on strategy and strategic communication as the key 

change in communication management. Concurrently, the communication function in most sporting 

organisations was elevated to executive levels, while communication departments have grown and 

developed digital communication capacities that align with strategic business needs and resources. 

These findings indicate a significant shift in the status and responsibility of both the communication 

function and the role of the senior media manager in sporting organisations, from an operational 

and technical focus to strategic and tactical. The reference to strategic communication is significant 

also, given its definition as “encompassing the purposeful use of communication by an organisation 

or other entity to engage in conversation of strategic significance to its goals” (Zerfass, Vercic, 

Nothhaft & Werder, 2018a, p. 493). 

This definition highlights the importance of communication management to the business of 

sport. Coombs and Harker (2021) also discuss the growing importance of strategic sport 

communication in the sport industry and offer guidance on strategic communication processes in 

sport communication. The focus on strategic communication can, therefore, be seen as a reaction 

by sporting organisations to a real as well as perceived importance of the media manager and the 



208 

 

communication function within the organisation, and it can also be regarded as an important 

indicator of the process of mediatisation. Other studies reported similar findings. Sherwood et al. 

(2016, p. 16) found that “professional sporting organisations … were using digital platforms more 

strategically”. Goskel and Serarslan (2015, p. 276) found that the role had become more strategic: 

… the change of public relations from the one with which public relations practitioners played [a] 

functional role … into the one which is directly responsible to the top management and fulfils 

decision-making roles has earned public relations a strategic direction as well as rendered it a 

profession managed strategically within [the] whole organisation. 

The elevation of communication as a strategic function is an important starting point in the 

process of organisations making changes to the structural dimension because findings showed 

decisions about organisational changes, including structure and expenditure on resources (staff and 

equipment), are aligned to strategy, made by Boards and CEOs. Goskel and Serarslan (2015, p. 276) 

found that organisations had changed their viewpoint on communication roles because they were 

considered part of strategic management; while another study (Fernandez-Souto et al., 2019, p. 

1074) confirmed that communication officers had been elevated in status because they “must be as 

close as possible to the decision-making entities within the organisation”. The authors describe the 

role of communication management as essential and that organisations must not only include clear 

objectives in a communication strategy, but must also ensure that their organisational structure 

includes a specialist communication director to help them reach their goals: “entities must 

incorporate this orchestra conductor to their organisational chart in order to coordinate all the 

efforts of the organisation to head in the same direction” (Fernandez-Souto et al., 2019, p. 1076). 

Other research illustrates findings in this thesis that the media manager role had become more 

strategic (Cleland 2009) and important, which concurrently led to its elevated status, including a 

study (Zerfass et al., 2016, p. 506) referring to “strategic mediatisation as a powerful approach to 

manage all type of content”, and Borges’ (2018, p. 11) finding that the “results aimed by the media 

department are aligned with the overall goals of the institution”. 

Evidence of the positioning of communication and the media manager at the “highest 

organisational level” (Donges & Jarren, 2014, p. 189) in sporting organisations today, is a significant 

shift from the past. These findings are also at odds with worldwide studies of communication 

management whereby “empirical studies around the world indicate that communication 

departments continue to struggle with a rather low status in organisations” (Zerfass & Volk, 2018, 
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p. 397). According to Grunig (2006), the field was robbed of respect because of “persistent focus on 

tactics and technique instead of strategic principles”, while Zerfass and Volk (2018, p. 401) identified 

that communication leaders undermined their value, because of how they measure success: 

“Communication leaders often fail to demonstrate the strategic contributions of the department, 

since they focus on presenting success in terms of operational activities”. Another study found that 

difficulties measuring strategic success led to a perception of corporate communication as not being 

“as important as sales, marketing or human resources, but rather as a service function” (Zerfass & 

Sherzada, 2015). 

One explanation for the differing views could be that most studies which found (or 

concluded) that communication departments had a low status were studies about communication 

management in organisations outside of the sport industry. Sherwood et al. (2016, p. 6) believe that 

there is a gap in the literature involving a detailed study of the work being undertaken by sport 

media managers and, that it is an area “worthy of more exploration in the 21st century”. This thesis 

serves to fill the gap in the literature and could be an indication that for communication practitioners 

working in sport, in particular in professional sporting organisations, there has been a significant 

change in the status of the role and function, signaling the dawn of a new era for the profession. 

This is supported by Zerfass et al. (2016, p. 507), who found old media relations practice had been 

replaced by  “a new golden age of new media relations: strategic mediatisation.” 

While the acknowledgement and elevation of communication as a strategic function was 

generally welcomed by media managers in this thesis, it was also a source of frustration and tension 

for some, whose organisation’s awareness contradicted their actions. This was a key finding  by 

Frandsen (2020, p. 90), who found that, particularly in the small federations in her study, “in terms 

of structure, communication is still treated as a low-priority support function that is subordinate to 

other organisational goals”. This was true of some organisations in this thesis, both big and small 

(tiers one, two and three sports), who believed that communication was not always prioritised in 

organisational structure and spending, because return on investment was hard to measure. This has 

been a long-term issue for communication leaders as identified in this section (Zerfass & Volk, 2018, 

p. 401) with regards to how they measure success. This issue could be worthy of further 

investigation in future research. 
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This section has focused on showing a significant change in the strategic nature, relevance 

and positioning of communication and the increasingly important role of the media manager in 

sporting organisations today. These changes align with those identified by Donges and Jarren (2014, 

p. 189) as important indicators of mediatisation — “the position of the communication unit within 

the organisational chart, and its competencies and responsibilities”— and the centralising of them 

at the executive level in the organisation.  

7.2.2 Restructuring but With No Uniformity or Certainty; In a State of Flux 

Drawing on data analysed in Chapter 5 in relation to the dimension of structure, a second 

key finding was that a feature of mediatisation appears to be frequent, if not constant, review of 

optimal positioning of communication management in organisational structures. There was 

evidence of notable changes and increases in organisational structure and resourcing (staff, time 

and money), with findings indicating that sporting organisations were restructuring in the 

communication area and investing more in digital resources. This thesis identified changes in 

department and reporting structures within the overall organisational structure, as well as increased 

staff numbers, especially for digital/ social platforms, with more communication professionals and 

specialists in roles such as social media, content producers, videographers, and graphic designers. 

These changes are considered “important indicators for the process of mediatisation” 

(Donges & Jarren, 2014, p. 190) and feature among the structural indicators identified in a study of 

mediatisation of political organisations (Donges & Jarren, 2014), which provides the framework for 

this thesis. It was also evident that these changes were not happening with any uniformity or 

certainty, despite the perceived importance of communication management. Frandsen (2015, pp. 

7–8) also found that, while media and communication were perceived as “pivotal for the functioning 

of Danish sporting organisations”, they had gained “a status as a powerful force that is still met with 

considerable uncertainty by many organisations”. It was evident in the researcher’s findings that 

some sporting organisations had undergone multiple restructures involving the positioning of 

(traditional and digital) communication, along with a wide variety of titles, roles and specialties 

identified for those working in communication management. One organisation changed the role of 

a senior communication executive three times, before finally separating traditional media 

management from digital and social media management in his day-to-day practice. In this case, 

digital and social media management was moved to another staff member in the commercial and 
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marketing arm of the business, while the experienced senior media executive was required to focus 

solely on traditional media, broadcast, and strategy. 

It was not uncommon for digital to be the focus of the key changes to organisational 

structure and specialty staff appointments in other sporting organisations according to the findings 

of this thesis. Findings also indicated that the positioning of communication—as a stand-alone 

department or part of another department, and as a consequence, whether the media manager 

reported to the CEO or to another senior executive—was the source of conflict and tension for 

media managers and a constant challenge and ongoing debate for sporting organisations. 

While this thesis explored everyday communication practice in professional Australian 

sporting organisations, similar findings were identified in Frandsen’s (2015) study involving non-

professional Danish governing sporting organisations. Frandsen (2015, p. 14) concluded that 

organisations find themselves in a “state of flux” because “mediatisation by digital media is not a 

uniform process at all”. This thesis was modelled off the Frandsen study as it was one of the few 

studies specifically exploring the impacts of digital mediatisation on everyday management in 

sporting organisations at the time this research began. A recent study (Fernandez-Souto et al., 2019, 

p. 1074) of Spanish professional football clubs now contributes to the literature, with similar 

findings, including a “huge disparity of names is still the rule” for job titles, as well as varying 

definitions, names, and organisational positioning for communication departments. 

In addition to these, other similarities were evident across the three studies, despite the 

differences in the countries, sports and types of organisations being explored. Not surprisingly, a 

digital divide was recognised, with differences noted between small organisations and large 

organisations with significantly different budgets, regardless of whether they were professional or 

non-professional. The studies aligned with Frandsen who concluded that mediatisation is “therefore 

a process that is very much in operation at many levels and at various speeds, but it also takes 

organisations in diverse directions” (Frandsen, 2015, p. 14). This was demonstrated in another 

recent study (Borges, 2018) of communication practices in professional football clubs in Brazil, 

France and Portugal which referred to the different speed of mediatisation in relation to staff profile 

and recruitment. 

Findings in this thesis highlighted that digital media had created a complex media 

environment that was constantly changing and while some sporting organisations were mindful of 
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not acting for “fear of missing out and being left behind (other sports)” (EX21) it was also difficult to 

anticipate what and when the new technologies would become available: “Anyone who tells you 

what it is going to be like in five years and has a definitive answer ... can at very best only be guessing. 

I don’t think anyone knows what it will truly look like in the future” (EX04). Frandsen (2020, p. 93) 

acknowledged this challenge as a complex and contradictory process for sporting organisations still 

trying to understand the opportunities of communication in the diverse, ever-changing media 

landscape. This helps to explain one of the key findings in this section that sporting organisations 

are making changes with no certainty or uniformity.  

7.2.3 Acting Like Media Agencies with Varying Levels of Sophistication 

Discussions in the previous sections have shown that sporting organisations have reacted to 

digital mediatisation with increased prioritisation of strategic and operational communication which 

has led to restructuring, elevating status of communication roles and departments and increasing 

recourses. This has further manifested into a formalised strategy for sporting organisations which 

Donges and Jarren (2014, p. 191) describe as “externalisation” and refers to “whether the 

organisation outsources certain tasks or cooperates with consultants or external coaches”. In 

relation to this thesis, externalisation is being used to refer to the establishment of “media units” 

by sporting organisations, with larger independent media units being set up externally of the 

organisation and sometimes in physically different locations; while smaller media units, within the 

organisation, often draw on external sources to bolster their needs. This is the focus of the third key 

finding in this section which identifies that sporting organisations have made strategic decisions to 

act like media agencies, but at varying levels of sophistication. This finding is an indicator of both a 

structural dimension change, relative to Research Question 2, and a change in the dimension of 

practice, relevant to Research Question 3 and is being discussed as a finding of both. 

Findings in this thesis show that investment in digital transformation is a strategic business 

decision, not an after-thought, but it is not the same for all sporting organisations. There is evidence 

of a wide range of structures and resourcing, similar to the findings by Borges (2018). His study of 

the club-owned media channels of three professional football clubs, found “each one has chosen a 

different business model suitable to their goals, structure and resources available” (Borges, 2018, 

p. 11). Findings in this thesis and by Borges (2018) further demonstrate the existence of the digital 
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divide found in both professional and non-professional sporting bodies (Frandsen, 2015, 2020) as 

has already been discussed. 

While some of the top tier sports in this thesis were found to have invested heavily in multi-

million-dollar independent media arms of their business, like AFL Media with more than 100 staff 

including specialist reporters, photographers, graphic designers, video producers; others have 

increased their internal digital capabilities employing multi-skill multimedia staff and/or relied on 

external contractors, casuals, freelancers, and interns to boost their resources. For some top tier 

organisations, the decision to act like media agencies and establish their own independent media 

unit represented their biggest spend in the digital space and an acknowledgement of under-

investing in media and communication previously. This illustrates Frandsen’s (2020, p. 97) finding 

that “organisations found themselves in a state of flux, trying to involve employees, volunteers and 

external partners with communication skills in their activities in various ways, on many levels and 

for varying purposes”. These findings also demonstrate the different speeds in the process of 

mediatisation as acknowledged in other studies (Borges, 2018; Frandsen, 2015, 2020). 

As identified in the findings in this thesis, sporting organisations are mimicking media 

organisations by creating, producing and delivering their own content on their own dedicated media 

channels and platforms, giving them more control over messaging and direct engagement with 

stakeholders. Other studies of sporting organisations reported similar findings, as “digitalisation 

lowered the barriers to enter into the media market” and “allowed clubs to invest on their own 

media platforms” (Borges, 2018, p. 5). Sherwood et al. (2016, p.11) found significant evidence that 

“more sporting organisations, particularly professional sporting organisations, were strategically 

choosing to develop in-house digital platforms and use them to deliver news”. Borges (2018, p. 3) 

found football clubs, in response to a crisis in the traditional media industry, “start to change its 

structure to echo media companies and to behave according to the media logic … to offer exclusive 

and official information about themselves, communicating directly with the audience”. Borges’ 

findings align with similar views in this thesis: “More than match promoters and organisers, sporting 

organisations have become content producer after the creation of club owned media … in order to 

increase visibility and promotion … essential to build a solid and perennial brand” (Borges, 2018, p. 

13). 
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Findings in this thesis show evidence that increased resources and strategy have been 

devoted not only to content needs, but acquiring data, as sporting organisations have taken control 

of communication through their media units. This has also been driven by recognition that digital 

assets are both a communication tool and source of revenue, with commercial value. Similarly, 

Borges (2018, p. 7) found that “digital technologies allowed clubs to explore new ways to monetise 

their product … club owned media allow clubs to build synergies and verticalize the production in 

order to maximise profits”. As sporting organisations have and are continuing to commercialise 

digital assets and content this has put them in conflict with media organisations who see them as 

competitors for sport content as they look to remain relevant and financially viable. Like sporting 

organisations, media organisations have diversified, with digital providing an alternate revenue 

stream. Earlier discussion highlighted this change in practice by sporting organisations as a key 

concern and source of tension between media and sporting organisations (Sherwood et al., 2016, 

p. 16): “Granting media access was now not the default position of their roles, but instead these 

staff weighed up the best outlet for their stories on a case-by-case basis—and sometimes their own 

platforms won”. 

Other studies (Borges, 2018; Fernandez-Souto et al., 2019; Sanchez, 2013) further 

demonstrate the conflict caused by sporting organisations going from being the source of the news 

to producing and managing information on their own multimedia platforms and no longer relying 

on traditional forms of media. Sanchez (2013, p. 200) found that the “launching of new forms of 

media … has produced a new information ecosystem … that is no longer dominated by traditional 

forms of media that have lost their hegemony because the origins of broadcasting have changed”. 

Sherwood et al. (2016, p. 17) believe this has “… irrevocably altered the once symbiotic relationship 

between sport and media”, while Fernandez-Souto et al. (2019, p. 1077) also found the once cordial 

relationship became complicated “the moment these sports entities started to create and manage 

their information through in-house media”. This reinforces an earlier finding discussed in Section 

7.1.1, signaling a new sport order. 

These findings also draw attention to the concept of “media capital” (Couldry, 2003, p. 29) 

that was discussed in Section 7.1. The concept suggests sporting organisations, in acting like media, 

can increase their media capital. It offers an alternate way of understanding the conflict and tension 

in the relationship between media and sporting organisations which has emerged as a common 

theme across this thesis and is worthy of future research. 
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This section has discussed the key changes professional sporting organisations in Australia 

have made in reaction to the opportunities and challenges presented by digital mediatisation. In 

agreement with Borges, regardless of the size of the organisation, or in the case of Frandsen (2015, 

2020), whether they are professional or non-professional organisations, “one thing is certain: there 

is no success in sports today without a strong presence on the media landscape” (Borges 2018, p. 

11).  

7.3 RQ 3 Discussion: Dimension of Practice 

The purpose of this section is to discuss the key findings in relation to Research Question 3, 

designed to explore the amount and forms of techniques sporting organisations are using in 

everyday practice to interact and communicate with key stakeholders. According to Donges and 

Jarren. (2014, p. 191) “organisational behaviour, like communication, always takes place within the 

organisational structure with its describable set of rules and resources”. The previous section (7.2) 

identified structural changes in sporting organisations and how they had reacted to digital 

mediatisation through internal organisational changes, such as allocation of increased resources, 

elevated status of communication department and roles and sporting organisations acting like 

media. Discussion in this section will focus on changes to the amount and forms of communication, 

enabled by structural changes. The outcomes are important measures of mediatisation (Frandsen 

2020, p. 86) with increases in the amount of communication output and diversification of channels, 

technologies, and target group communication of particular interest (Donges & Jarren, 2014, p. 

191). This thesis determined changes in practice through interviews with sport leaders and senior 

media managers which explored the key techniques they were using to communicate in an age of 

digital mediatisation. 

Two key findings will be discussed which demonstrate ways sporting organisations, although 

at different stages in their journey, have changed and managed communication practice as 

techniques and options continue to grow and change, increasing the value of sport content as a 

communication tool and commercial asset. 

7.3.1 Increased and Diverse Use of Owned Media Content and Channels 

7.3.2 Increased Commercial Focus on Owned Media Content and Channels  
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7.3.1 Increased and Diverse Use of Owned Media Content and Channels 

Drawing on data from interviews with senior media managers, the findings indicate 

professional sporting organisations in Australia are increasingly using a variety of ever-evolving new 

digital and social media channels and platforms to produce and distribute their own content and 

communication directly to stakeholders and targeted groups. The dramatic development of social 

media and the rise of dominant platforms like Facebook, Twitter and Instagram have enabled 

sporting organisations to join media organisations and the public in converging in a common place 

of storytelling, fan engagement and brand building across multiple social media platforms with 

multiple entry points and voices. Other studies (Borges, 2018; and Sanchez, 2013) of professional 

sport in Spain, Portugal, France, and Brazil confirm the “digital revolution” has changed the 

“communicative behaviour” of professional sporting organisations since the beginning of the 21st 

century with a focus on own media content and channels. Borges (2018, p. 5) identified that 

digitalisation had “allowed clubs to invest in their own media platforms to communicate directly 

with the press and the fans”; while Sanchez (2013, p. 196) identified an information ecosystem in 

professional sporting clubs that enabled them to “produce and manage the information about their 

clubs through their own multimedia platforms”. 

Data showed Facebook, Instagram and Twitter were the most common digital and social 

media platforms being used by professional sporting organisations in Australia when this research 

was undertaken (2017–18). EDMs and (networked) websites were also widely used in 

communication practice enabling sporting organisations to have more control over their messaging 

and how they tell and sell their own story. Frandsen (2015, p. 9) found this to be the case also in 

non-professional sports in her study with organisations indicating a preference for a “combination 

of the all-encompassing options in a website with the low-cost ‘plug-and-play’ options provided by 

Facebook and the diversifying and dynamic push options in the electronic newsletter”. Not 

surprisingly this thesis found that some of the larger tier one national sporting organisations were 

early adopters, using a variety of digital and social media platforms and other technologies 

effectively and changing with the trends and demands, while smaller organisations were less 

resourced and equipped and were late on the uptake. 

This illustrates the existence of a digital divide in relation to practice, which is similar to the 

digital divide identified in relation to organisational structure and resources, which has been 
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acknowledged elsewhere in this discussion chapter. Similarly, Frandsen (2020, p. 92) found evidence 

of a digital divide which highlighted that “large organisations are both more influenced and 

influential in the ongoing process of mediatisation”. As noted earlier, organisational behaviour takes 

place within the organisational structure, so key discussion points relating to the dimension of 

structure in Section 7.2 are relevant to this discussion. Just as restructuring and resourcing were 

illustrated to be happening with no certainty and uniformity and taking organisations in many 

different directions, the same could be said about communication practice. 

While their capacity to engage varies, as evidenced by the digital divide and its impact on 

resources, the need to connect with fans is the same for all sporting organisations and it is a key 

focus of communication strategies and its importance is illustrated in other studies. Borges (2018, 

p. 13) found “by investing in the production of sport content, football clubs try to engage with fans 

all the time. There are no professional sports without media and no sport at all without engagement 

to fans. Regardless of the medium or technology, clubs must connect with fans”. Laurell and 

Soderman (2018, p. 345) found that “with technology … being increasingly used, telling your sports 

organisation’s story using social media platforms is essential because that is where fans and the 

sponsors’ attention is becoming focused”. Another study (Poch, 2015, p. 70) illustrated the 

importance of using a variety of social media resources and platforms in what is a crowded 

“entertainment landscape” for sport fans to “reach and engage fans if they intend to survive and be 

successful businesses”. 

The previous section and findings in this thesis confirmed sporting organisations were 

investing more money, time and resources, as well as prioritising communication and the role of 

media managers and communication departments, enabling a much greater and more diverse 

communication output and management than ever before. Senior media managers and 

communication departments have accommodated both traditional and new demands, with new 

forms of communication creating additional work, not replacing traditional forms, and 

complementing rather than competing with media organisations. All sporting organisations have a 

strong focus and drive to produce their own content, for a variety of reasons and audiences 

including fans, commercial partners, internal departments and media. 

The increased demand for more content, in particular video content, and in order to 

facilitate the increased need to create, produce and distribute content, has necessitated that 
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sporting organisations start acting like media organisations, establishing their own media units 

(refer Section 7.3.2), with obvious differences in sizes and capacity based on resources. Despite 

mimicking media agencies and producing their own content, sporting organisations still value 

traditional medium and methods of storytelling. Using traditional media and maintaining 

relationships with media was acknowledged in the findings as a best-practice priority for media 

managers tasked with juggling competing interests, internally and externally, as discussed in Section 

7.1.2. The need to continue to service traditional media demands and utilise traditional media for 

messaging happens in addition to using digital and social communication channels and is not in 

competition with media as already outlined. This demonstrates the increased communication 

output demands on media managers and communication departments and the need for a strategic 

approach to balancing the competing interests for content. This finding has been discussed in 

Section 7.1.2. 

This section has discussed the increased and diverse use of the media channels of sporting 

organisations and the increasing value of sport content as a communication tool, which signals an 

important measure of mediatisation (Donges & Jarren, 2014, p. 191; Frandsen 2020, p. 86).  

7.3.2 Increased Commercial Focus on Owned Media Content and Channels 

Findings discussed in the previous section demonstrated sporting organisations have 

increased their communication output and capacity, ensuring that they can and must play a key role 

in the creation, production and distribution of sport news and content. The ability to do so in a 

variety of formats on a variety of platforms and channels, to specific and targeted audiences while 

also having the potential to gather valuable fan data, has been a game-changer for sporting 

organisations, adding to the commercial value of sport content and communication. It illustrates a 

significant change in the amount and diversification of communication output by sporting 

organisations who are changing “their behaviour to match their aspirations” (Borges, 2018, p. 1). 

Digital mediatisation has provided access to “new tools that open up expectations that were 

previously impossible to imagine” (Iturregui-Mardaras et al., 2020, p. 10), transforming expectations 

of sport fans and enabling 24/7 demand access to sport. No longer just administrators of sport, the 

affordances of digitisation have seen sporting organisations go from being a sports-focused business 

to an entertainment business, once the sole domain of media organisations in relation to sport: “It's 

sport. We're not curing cancer. There's plenty of other forms of entertainment that people can 



219 

 

spend their money and their time on … all sports are losing fans. You've got to engage them … we're 

giving people an escape from their daily lives, their worries, it’s about escapism and entertainment” 

(MM13). 

It was clear from research findings in this thesis that new forms of practice had enabled 

sporting organisations to become a one-stop shop for fans and members. This has been able to 

occur at various levels, in small or large-scale organisations, from livestreaming matches to 

managing or outsourcing full-scale broadcast quality productions and coverage, to selling 

merchandise and ticketing, and providing behind-the-scenes exclusive content and fan-first 

information. Investing in their own media and the production of sport content is a strategic 

investment by sporting organisations in their fans (Borges, 2018, p. 13) in an attempt to create long-

term connections that also reap commercial benefits. Similarly, Borges (2018, p. 7) found owned 

media provided both internal and external benefits for sporting organisations as “an extra platform 

to advertise” as well as being able “to cross-promote club’s activities and add value to their most 

important asset, the match-day experience (at the stadium or on TV), increasing ticket sales and 

marketing opportunities”. 

Sophisticated technology associated with ever-evolving social media measuring tools allows 

sporting organisations access to a range of data which provides accurate and detailed demographics 

about their fans from their engagement on their own social media platforms and website. Not 

surprisingly, the bigger and more engaged the audience fan base, the greater value the fan database 

is to the sporting organisation’s commercial and business goals. While this is useful for the 

organisation’s communication strategies in determining the type of content that most engages fans 

and continues to help grow the audience, it also provides valuable information for enhancing 

existing commercial partnerships and targeting potential new partners. 

Owned digital and social media channels have therefore provided sporting organisations 

with a valuable alternate source of revenue, as well as being an important tool for communication 

that helps grow and promote the organisation’s brand and supporter base. Research findings for 

this thesis showed that it was common practice for digital and social media options to be included 

in commercial partnerships, rather than being an add-on as in the past. There were many examples 

of sporting organisations making commercially driven decisions with content placement on own 

media platforms or to fans first, with commercial branding, ahead of releasing the information to 
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traditional media because it may have been “sold” to a commercial partner as a benefit. Examples 

include publishing of a team announcement or player signing; or livestreaming of matches, which 

offers an opportunity for sporting organisations to run content on their own platforms that they can 

monetise through advertising on the stream or by setting up pay-for-view options. 

All these sport content options are of value and interest to media organisations, who like 

sporting organisations, have turned to digital and online platforms as an alternate source of revenue 

and are hungry for content to fill their 24/7 news content needs. It has blurred the lines between 

the correct and appropriate strategy for what content should be given to news organisations first, 

revealed exclusively or broken on owned media channels or to fans first. Media managers have 

found themselves at the core of the conflict and tension, sometimes at odds within their own 

organisation as they juggle the competing demands for content. Similarly, Sherwood et al. (2016, p. 

16) found evidence of “internal organisational contest and conflict” in a case study of a professional 

Australian sporting organisation balancing the use of exclusive content for its own channels over 

traditional media. 

This illustrates the long-held value of sport content, that “sport sells newspapers” and “the 

power of the sport pages to attract readers and advertisers cannot be denied” (Wenner, 1998, p. 

89). In fact it could be argued that digital mediatisation has increased the value of sport content as 

Wenner predicted more than 20 years ago: “One does not need to appreciate sport to realise that 

its world has content that is more compelling to many other artefacts and responsibilities of daily 

living … as we enter the twenty-first century, sport, both as content and as medium of 

communication, has reached new heights” (Wenner, 1998, p. viii). 

This section has identified an increased commercial focus on sport content and 

diversification in targeted group communication, which is an important measure of mediatisation 

(Donges & Jarren, 2014, p. 191; Frandsen 2020, p. 86). The commercialisation of sport content was 

also a contributing factor in the presence of conflict in the media-sport relationship. This has been 

a common theme throughout the findings and discussion, revealing ongoing tension between sport 

and media organisations, who once shared a symbiotic relationship. It also draws attention to the 

concept of media capital as a useful concept to further explore the complexity and significant effects 

of digital media on sporting organisations as discussed in Section 7.1.3. 
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This chapter has highlighted eight key findings across the three dimensions of perception, 

structure, and practice in response to the three research questions that guided this thesis. Chapter 

8 will bring everything together to draw some conclusions around the primary research question, 

as well as to outline any research limitations and future research recommendations. 

  



222 

 

Chapter 8: Conclusion 

This section brings together the key findings and discussion points of the three research sub-

questions outlined in the previous chapters to draw some conclusions around the primary research 

question: How is digital mediatisation influencing the communication practices of professional 

sporting organisations in Australia? 

The aim of this study was to improve understanding of the increasing importance of digital 

media and ways it is transforming sport communication practices, with a particular focus on the 

impact on senior media managers in their everyday media practice and interactions. This thesis also 

considered the effectiveness of mediatisation and the three dimensions multi-level structure as a 

theoretical framework for undertaking sport communication research. This thesis offers a unique 

perspective, focusing on the impact of digital mediatisation on professional sporting organisations 

in Australia and the media managers working in them, by drawing on the experiences of an elite 

cohort of the leaders and decision-makers in these organisations. The three dimensions framework 

(perception, structure, and practice) informed the research approach to exploring the impact of 

digital media on communication management in Australian sport across seven different sports and 

14 sporting organisations which are diverse in size and resources (Frandsen 2015, 2020) and at 

different stages of their digital transformation journey. Despite the growing volume of literature 

about digital media and sport communication in recent years, the specific approach of this thesis 

has attracted limited attention from scholars worldwide, who have tended to focus on the impacts 

on journalists and fans (Borges, 2018; Sanchez, 2013; Sherwood et al., 2016), rather than on sporting 

organisations, except for Frandsen (2015, 2020). 

Chapter 7 identified eight key findings from the analysis of the interviews, answering three 

research questions which followed the Donges modelling (Brandli et al., 2011; Donges, 2008; 

Donges et al., 2014) of mediatisation of organisations, across three dimensions, each with traceable 

indicators, that were explored in perception, structure, and practice. The idea was to gain an 

understanding of the actual importance sporting organisations attributed to digital media and 

communication practices, including the role of the media manager, and understand if any 

organisational changes had been made due to their increasing relevance. A growing importance 

could be reflected in an organisation’s reaction in making changes to organisational structure and 
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the allocation of resources for communicative purposes and an increased amount and forms of 

communication with stakeholders. 

The three dimensions multi-level structured approach to mediatisation proved to be an 

effective framework for this thesis to explore the domain of sport communication in a variety of 

sporting organisations. The order of the three dimensions—perception, structure, and practice—

also proved to be an important framework for the study, helping to explore organisational change 

in a logical and practical sequence. An organisation’s perception or awareness of the strategic 

importance of digital media and communication, or even more significantly, its recognition or 

acknowledgement in the organisation’s strategic plan, is an important starting point. Organisational 

strategy is set by Boards and senior leaders in a sporting organisation and from this point flows the 

structure to implement the strategy, with the right organisational structure and resources; and the 

most effective and available practice techniques to achieve the business goals. 

8.1 General Conclusions 

This section outlines the key findings, following the three dimensions approach that has been 

applied throughout the research, beginning with outcomes related to the dimension of perception. 

The perception findings confirm a shift in the media-sport hierarchy and an increased awareness of 

the importance of digital media and communication. In line with the three-dimension mediatisation 

study approach (Brandli et al., 2011; Donges, 2008; Donges et al, 2014) that guides this thesis, the 

structure and practice findings demonstrate how sporting organisations reacted to this awareness 

and what changes they made to organisational structure, resources, and practice. 
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8.1.1 Finding 1 - Perception: Digital Mediatisation Signals a New Media-Sport Order  

What we see from digital mediatisation is a flattening of the media-sport hierarchy (Gibbs & 

Haynes, 2013) and a new media sport order (Hutchins & Rowe, 2012), in which sporting 

organisations no longer rely solely on traditional media to tell their stories. The affordances of 

digitisation have disrupted media-sport relationships, as sporting organisations have entered the 

playing field alongside media organisations, as creators and publishers of content. Competition for 

increasingly commercially valuable sport content and data to satisfy the insatiable appetite of a 24/7 

news cycle is causing ongoing conflict and tension for sporting organisations and media managers. 

Adding to the strained media-sport relationship is the experience of some media managers dealing 

with a hungry and rapidly evolving media, particularly the online versions of traditional media, that 

prioritise content over relationships and accuracy. 

Evidence of conflict and tension is occurring not only externally with media organisations 

and journalists, but internally, as media managers juggle competing interests for increasingly 

valuable content and data. The internal conflict was occurring on two levels in most sports: between 

departments in a sporting organisation (such as communication and high performance or 

commercial) and between the sport’s governing bodies (between NSOs and NLTs). The existence of 

simmering tensions and conflict is evident throughout the findings across the three dimensions. 

8.1.2 Finding 2 - Perception: Traditional Media is Still Important 

Despite the media-sport tensions and the increased focus and importance of digital media 

to sporting organisations as documented in the findings, it was clear that traditional media—

organisations, exposure, and relationships—still matter. Sporting organisations and media 

managers still value their stories being told in traditional media formats, as do commercial partners; 

some organisations measure their success and set KPIs around media performance; and, above all, 

maintaining and developing relationships with media is considered the number one best practice 

skill of media managers. This finding was reflected in another Australian study (Sherwood et al., 

2016, p. 16) which found traditional media coverage was still valued and facilitated by most sporting 

organisations. This thesis found that, despite ongoing transformations to the media landscape, the 

importance of maintaining relationships with the media, complementing rather than competing to 

tell the stories of sport, has not changed.  
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8.1.3 Finding 3 - Perception: Media Attitude and Appetite for Content is Prioritised Over Accuracy 

In addition to finding that traditional media coverage and relationships still matter to 

sporting organisations, this thesis also found that traditional media values are important. This was 

evident in concerns expressed about the impact of digitisation on the ethics of journalism practice 

and a view that public interested had replaced public interest as an ethical value (EX26). Sporting 

organisations commonly believed that the 24/7 rapid news cycle had changed the media's appetite 

and attitude about content—it was constant and insatiable, with a ‘guess and go’ approach that 

prioritised speed before accuracy, quality and relationships in the race to be first with the news. The 

speed of the news cycle and the competition for first or exclusive access to content was identified 

as a key contributing factor along with the loss of experienced journalists as a result of cost-cutting 

in traditional media organisations. 

8.1.4 Finding 4 - Structure: Dawn of a New Era with Elevated Status and Strategic 

Communication Focus 

Digital mediatisation is leading professional sporting organisations in Australia to increase 

prioritisation of strategic and operational communication practices, elevating the status of the 

communication function to executive level. There is no doubt that digital mediatisation has also 

seen an increase in the importance of the role of the media manager, with evidence of the 

positioning of communication and the media manager at senior executive levels in many 

professional sporting organisations today, representing a significant shift from the past. The role is 

more strategic and complex, more tactical than technical with more options, more data, more 

requirements to produce and more decisions. This finding gives rise to the potential for the dawning 

of a new era for communication professionals, led by the sport industry. These findings are at odds 

with worldwide studies of communication management that indicate communication departments 

generally are not afforded executive status in organisations (Zerfass & Volk, 2018, p. 397). It should 

be noted that the perception of some organisations of the role’s importance contradicted their 

actions and not all media managers have been afforded executive status and a voice in the 

organisation. 

8.1.5 Finding 5 - Structure: State of Flux as Restructuring Occurs with No Certainty and 

Uniformity 
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A feature of digital mediatisation was found to be frequent, if not constant, reviewing of 

optimal positioning of communication in organisational structures. Communication departments 

have grown and developed digital communication capacities that strategically align with needs and 

resources, but this is happening at different rates and levels of advancement, with no uniformity, 

consistency, or certainty in the restructuring process. Sporting organisations are in a state of flux 

with digital mediatisation taking organisations in many different directions that are not just related 

to resources and priorities, but other commercial, institutional, or organisational partnerships and 

arrangements (Frandsen, 2020, p. 97-98).  

8.1.6 Finding 6 - Structure: Acting Like Media Agencies with Varying Levels of Sophistication 

Sporting organisations can and must mimic media organisations and produce, publish and 

distribute their own content at varying levels of sophistication, to meet strategic communication 

and commercial business goals. There is a trend among top tier sports to develop stand-alone digital 

media units, while in smaller organisations this frequently involves multi-skilling. Increased 

resources and strategy have been devoted not only to content needs, but acquiring data, causing 

tension and conflict for media managers, both internally and externally, to manage competition for 

increasingly valuable sport content and data. 

8.1.7 Finding 7 - Practice: Increased and Diverse Use of Owned Media Content and Channels 

Sporting organisations are using a diverse range of digital and social communication tools on 

their own channels and platforms, to produce and distribute their own content, resulting in a much 

greater communication output and management than ever before. The role of senior media 

managers and communication departments has become more complex and significant, servicing 

growing internal needs and a hungry and rapidly evolving media. Senior media managers are 

accommodating both traditional and new demands, with new forms of communication creating 

additional work, not replacing traditional forms, and complementing rather than competing with 

media organisations. Facebook, Instagram, and Twitter are the most widely used digital and social 

communication platforms, alongside organisation websites and EDMS. 
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8.1.8 Finding 8 - Practice: Increased Commercial Focus on Owned Media Content and Channels 

Communication management in sporting organisations is more sophisticated than ever 

before, with direct and targeted options, adding to the commercial value of sport content. Like 

media organisations, sporting organisations have diversified practice with digital assets providing 

both a valuable communication tool and a commercial asset as an alternative revenue stream. 

8.2 Implications 

This thesis makes a significant and original contribution to furthering professional practice 

in the domain of sport communication practice and offers a unique perspective, by drawing on the 

experiences of an elite cohort of the leaders and decision-makers in professional sporting 

organisations in Australia. While the volume of available literature about digital media and sport has 

increased significantly since work began on this thesis, much of the writing, with the exception of 

Frandsen (2015, 2020), about the use of digital and social media by sporting organisations focuses 

on impacts on a variety of stakeholders, rather than on sporting organisations. There is less evidence 

of studies focusing on the impact on media managers in their everyday role of communication 

practice and management in sporting organisations. One of the few studies involving Australian 

media managers in sporting organisations (Sherwood et al., 2016) focused on how digital and social 

channels might impact on the ability of journalists to access sport sources and includes interviews 

with media managers only. 

The diversity of the sporting organisations in this thesis, despite all the organisations being 

professional sports, adds to the value and richness of the data and makes a worthwhile contribution 

to information about the influences of digital media. Similar parallels can be made with Frandsen’s 

studies (2015, 2020) in which she chose to focus on non-professional sporting organisations, with a 

low media profile, over professional sporting organisations, because she expected to see a broader 

range of organisations (size and resources). 

Even in professional sporting organisations, a digital divide exists and some organisations do 

not have the financial resources to support their aspirations, or prioritise spending elsewhere. This 

issue occurs despite organisations acknowledging the value of a strategic communication approach 

to protecting and growing the organisation’s brand and achieving business goals. This is a source of 

frustration for media managers who strongly believe, as other studies have found (Fernandez-Souto 
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et al., 2019, p. 1074), that they must have a voice or be in senior executive roles, close to the 

decision-making of the organisation. But there is enough evidence of a significant change in the 

status of the communication role and function to further explore and support the signaling of the 

dawn of a new era for the communication (public relations/ media relations) profession. 

This thesis also makes a contribution to advancing the mediatisation research agenda and 

the use of mediatisation as a useful concept for sport communication research. Like Borges (2018) 

and Kim et al. (2021), who found that mediatisation provided a significant theoretical framework to 

study sporting organisations, the three-dimension approach proved to be an effective framework 

for this thesis. Based on an adaptation of Frandsen’s (2015) study, this investigation adopted the 

same multi-level structure approach, which explored digital mediatisation through Donges’ three 

central dimensions: perception, structure, and behaviour (practice in this study). It is a framework 

that could be replicated or adapted in other domains to understand how organisations have reacted 

to media-induced change, as has occurred in relation to journalism (Nowak-Teter, 2019; Perusko, 

2017) and media relations practice (Zerfass et al., 2016). 

8.3 Final Statement 

The findings all underline the same key point that professional sporting organisations in 

Australia are in a state of flux regarding optimal strategic and operational communication structure, 

as the affordances of digital mediatisation mean that they need to transform their communication 

practices for business success. Central to the optimal organisational strategy and structure for a 

professional sporting organisation is the appointment of an experienced senior media manager 

(more likely to be called general manager or head of communication or public affairs) who is part of 

the senior executive, involved in decision and policymaking, and advises the CEO, Board and other 

senior executives, becoming the organisation’s antennae and conscience, protecting and growing 

the brand. At the turn of the 21st century, before advanced digitisation as we know it today, it was 

generally considered a luxury for sporting organisations to have a media manager and, if they did, 

it was usually a relatively inexperienced junior employee attached to the sport department. 

Today, with communication acknowledged as an important strategic business function, 

professional sporting organisations must employ a senior media manager with executive status, 

managing their own department/ internal media unit, acknowledging the dawning of a new era of 

strategic sport communication (Coombs & Harker, 2021). However, what this thesis found was that, 
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despite acknowledging the importance and need, some sport leaders admitted that they either 

didn’t have the resources, or they struggled to justify expenditure to adequately resource this area. 

This thesis suggests that they can’t afford not to. Senior sport journalist Paul Kent’s (2021) 

observation that the NRL should follow the lead of American sports and elevate media managers to 

executive roles, where they “hold power to dictate even to the coaches”, supports the findings of 

this thesis and demonstrates their pertinence to the industry. 

Kent’s comment supporting the importance of executive level media managers to sporting 

organisations is interesting considering this thesis found overwhelming evidence that the change in 

the media-sport order as a result of digitisation, had led to tension and conflict in the media-sport 

relationship—between media managers and journalists in particular, as well as between media and 

sporting organisations—and relates to the media manager’s role in managing access to content and 

data. 

Sport and media organisations are like two rival sporting teams who will always experience 

some tension in their relationship and, while new communication technologies continue to evolve, 

tensions may continue to simmer, or they could escalate. An experienced senior media manager, 

operating at executive level, could be the difference between tensions and conflicts erupting and 

the media-sport relationship becoming unworkable, or continuing to simmer while maintaining a 

healthy competition and rivalry. What is certain is that sporting organisations still need traditional 

media and traditional media still need sport. Despite all the advances in digital technology, tradition 

still matters; traditional media, media-sport relationships, and media values. 

The affordances of digitisation mean that there are many more ways for stories to be told 

and to reach many more people. However, there is room for all, to complement, not compete. The 

media-sport alliance is important in telling the stories of sport. The world of professional sport 

provides storytellers with a wealth of rich and colourful content by the very nature of its theatre 

and drama, on and off the field, together with its cast of personalities: “We are all storytellers. We 

all live in a network of stories. There isn’t a stronger connection between people than storytelling” 

(Smith cited in Vora, 2019, p. 1). 

Therefore, studying and researching sport communication to better understand and improve 

communication practices for telling the stories of sport is important and worthy of ongoing research 

for sporting organisations and communication professionals, as well as other domains of society. 
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8.4 Limitations and Delimitations 

The access to a cohort of participants from the Australian sport industry’s key leaders and 

senior media managers proved significant in providing unique and rich data from ‘inside’ the inner 

sanctum of professional sporting organisations. The participants were also very engaged during the 

interview process which lasted almost one hour on average. While these factors contributed 

positively to the insightful data collected for this thesis, the number and length of the interviews 

was also a limiting factor for a first-time researcher in terms of the length of time it took to transcribe 

and analyse the data. The use of other methods, including an initial online questionnaire of a larger 

sample size, which was then followed up with focus groups, a case study and/or a smaller number 

of interviews, could have generated further insights, yet in-depth insights from the interviews 

conducted were strengths of the study. 

Using other methods such as an online survey could also have alleviated some of the 

challenges associated with being an inside researcher, and the potential for bias. An online survey 

would have provided distance between the researcher and participants, and taken less time to 

conduct. The time it took to conduct, transcribe and analyse 27 in-depth interviews, did not allow 

for using additional methods.  The participants were selected for their seniority and breadth 

across the sporting industry in sports that I don’t have intimate knowledge of. 

The criteria for participants for this thesis to have at least eight to 10 years’ experience in 

the media-sport industry (starting since 2007 or prior) and the desire for representation from 

organisations across Australia made the sample selection process very challenging. However, by 

doing so, it also ensured that the study had a national perspective. It’s focus on professional sport 

in Australia only, could also be considered a limitation as the findings may not be as generalisable 

to the global powerhouses of sport in the US and UK. Yet, it should be acknowledged that the 

findings did align with similar sport communication studies in Europe and Brazil. 

It should also be acknowledged that interviews were conducted only with sport leaders 

(CEOs and senior executives) and senior media managers from professional sporting organisations 

and, with more time or scope beyond the parameters of the doctoral studies, it could have been 

useful to gain insights from sport journalists and editors from broader professional groups. Similarly, 

Sherwood et al. (2016) and Zerfass et al. (2016) also acknowledged this as a limitation of their 
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studies, and agreed that it was important to get the perspective of sport journalists and other 

relevant stakeholders, including athletes. 

And finally, this thesis was borne of the researcher’s own experiences as a sport 

communication professional, drawing on the researcher’s own lived experiences of more than 35 

years in the field, which can be considered a limitation. However, by adopting a reflexive approach 

through all stages of the thesis, from data collection and analysis to writing, it allowed for the unique 

perspective of an ‘insider’ view and a richer and deeper understanding of the subject. This approach 

also led to knowledge, insights and access to interview subjects that may otherwise not have been 

possible from the ‘outside’. The changing nature of media-sport interactions presents a significant 

area of interest for research in the media and communication field because sport in Australia is an 

important institution, the significance of which to the lifeworlds of most Australians cannot be 

overstated. How sporting organisations communicate and interact with their various stakeholders 

is important and provides insights and examples that can be used across other domains: “from an 

economic and strategic point of view, communication and sport matter because they work together 

to form an influential and pervasive relationship throughout societies and economies” (Pedersen, 

2012, p. 57). 

8.5 Further Recommendations and Research 

At the conclusion of this study, several directions for future research can be recommended, 

some of which were raised throughout the thesis, including in the literature review. Given the 

limited research in this specific field, exploring the influence of digital media on communication 

practices of professional sporting organisations in Australia, further and ongoing research in terms 

of a longitudinal study in Australia every 10 years is one suggested approach. This approach could 

help to advance the mediatisation research agenda. Leading scholars and researchers have 

emphasised the importance of comparisons over time and space and an analysis of historical change 

which aligns with one of the two key qualifying characteristics of a mediatisation study (Ekstrom et 

al., 2016; Hepp, 2013; Krotz, 2007; Livingstone & Lunt, 2014). Comparative studies, repeated every 

10 years, could also explore the communication practices of professional sport in the United States 

and United Kingdom, which are seen as global benchmarks in the sport industry. These studies 

would provide useful future insights for the Australian sport industry, which has taken a long-term 

approach to modelling based on the examples of the sporting powerhouses in the US and UK, as 
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observed by one participant: “all sports are looking at what other sports are doing, not just our own 

sports, but other sports here in Australia and also overseas. We are not anywhere near the level of 

NFL … but that's where we want to be” (MM15). 

Further research could also take into account the second key characteristic identified to 

count as a mediatisation study, which is to focus on a “particular domain of human action 

distinguishable from but potentially affected by the media” (Livingstone & Lunt, 2014, p. 706). While 

this approach was used in this thesis, offering a new research domain in mediatisation—the 

mediatisation of sport communication—it could be used to explore other domains such as 

journalism (Nowak-Teter, 2019; Perusko, 2017) and public relations to provide a deeper 

understanding of the impacts on communication practices, social relationships, and cultural 

practices, as well as further exploring the concept of the need for strategic sport communication 

(Coombs & Harker, 2021).  

The mediatisation concept, using the three dimensions multi-level structure (perception, 

structure, and practice) as a theoretical framework, would be an effective method to study influence 

at a micro level specifically, such as the mediatisation of communication professionals in other 

industries for comparisons with what sport communication professionals deal with. This concept 

may help in future studies to further explore and understand the ongoing conflict and tensions, both 

internally and externally. 

Following on from this thesis, any future longitudinal or comparative studies should be 

extended to include the perspective of sport journalists as well as of sport media managers. Another 

interesting consideration would be to include the voices of athletes. Researchers could consider a 

different and mixed methods research approach because of the time-consuming nature of extensive 

semi-structured interviews as the only method of data collection. Qualitative survey approaches 

could reach a larger recruitment population and continue to lead to improved understanding of 

whether digital mediatisation has led to the dawn of a new era of media relations for sport 

communication professionals, described in one study as “strategic mediatisation” (Zerfass et al., 

2016). A gap still exists in literature involving a detailed study of the work being undertaken by sport 

media managers (Sherwood et al., 2016, p. 6). 

Finally, further research could also consider investigating digital mediatisation of sport 

communication practice and communication research in general by exploring the concept of media 
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capital. Findings highlighted the increasing value of sport content and data which is linked to conflict 

in the media-sport relationship. The concept of media capital and its perceived value, “as a trump 

card in all fields” (Couldry, 2003, p. 29), suggests sporting organisations, in acting like media, are 

able to increase their media capital. It offers an alternative way of understanding the conflict and 

tension in the relationship between media and sporting organisations which emerged as a common 

theme throughout this thesis. 

The increasing value of sport’s media capital and its rich content and data cannot be 

overstated, not only for its commercial value, but also for the value it brings, away from the sporting 

arena. Sport in Australia matters economically, culturally, socially, and even spiritually. Sport is an 

Australian institution and is an integral part of the lifeworlds of millions of Australians with the 

power to make a difference in everyday lives. 
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Appendix A 

Sports Journalism: ethical vacuum or ethical 

minefield? 

                                    
Institute of Communication Ethics Annual Conference 

 

 
 

27 October 2017, Frontline Club, 13 Norfolk Place, London 
W2 1QJ 

 
Keynote Speaker: Andy Cairns, Executive Editor, Sky Sports News 

 

This year, we have an excellent selection of papers exploring a range of ethical issues in 

sports communications. They include the latest research by Professor Suzanne Franks on 

women in sports journalism, Jonathan Cable on the impact of clickbait in football reporting 

and Tracie Edmondson on the digital sports media landscape in Australian sport.  

In addition, there will be papers on diversity in sports journalism and sports media relations. 

Simon McEnnis will discuss how the ethical codes of sports journalism intersect with a hyper-

commercialised environment and Tom Bradshaw considers the ethics of self censorship in 

sport journalism.   

Daragh Minogue will wrap up the conference by hosting a round table discussion with a panel 

of sports journalists. Join us for a day of lively academic debate and post ‘match’ drinks at the 

Frontline Club for what we think is the first academic conference in the UK dedicated to 

ethics in sports journalism.  

 

To join us please complete the attached registration form and email it to 
f.thompson287@gmail.com or f.thompson@yorksj.ac.uk or post it to the address below. 

 

 

mailto:f.thompson287@gmail.com
mailto:f.thompson@yorksj.ac.uk
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Loughborough University 

Dr Michael Skey 

Dept of Social Sciences 

Loughborough University, Loughborough 

Leicestershire LEI 1 3TU 

E-mail: m.skey@lboro.ac.uk 

20th March 2018 

Dear Tracie Edmondson 

We are delighted to invite you to present a paper at the Changing the rules of the game? 

Interdisciplinary Symposium hosted by the Centre for Communication and Culture, 

Department of Social Sciences, Loughborough University, UK from 16th to 17th May 2018. 

This letter serves as a formal acceptance of a paper entitled: 

Sports executives strategies for managing communication 

You can find more information about getting to Loughborough and the university here. There are a 

number of options for accommodation both on the universitv campus and in the city centre. 

Meanwhile, if you have any questions, please do not hesitate to contact Michael Skey; 

m.skey@lboro.ac.uk 

Again, we are delighted to be able to invite you and we are looking forward to welcoming you to 

Loughborough University. 

Yours sincerely 

 

Lecturer in Communication and Media 
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●  

Towards Development of Mediatization Research III 

Workshop 

Date: 15 November 2019 

Location: Wroclaw, Poland 

Academia Europaea Wroclaw Knowledge Hub and the Institute of Journalism and Social 

Communication, University of Wroclaw is organising a third edition of the workshop focusing 

on mediatization research. 

This year's edition will be led by Professor Andreas Hepp and will focus on digital 

media and datafication. 

We invite media researchers working in the area of mediatization to participate in the 

seminar. There is no conference fee. 

The idea of the meeting is a closed specialization seminar devoted to selected aspects of 

research on mediatization, in a formula proven in the previous editions, i.e.: 

• participants work on different types of materials (articles, works in progress, proposals, 

theses, reports etc.) under the guidance of the edition leader; 

• the meeting is preceded by substantive preparation by the leader and all participants on the 

basis of materials circulated to all participants in advance; 

• during the meeting all participants focus on group discussion and expert feedback 

(presentations and speeches are limited to a minimum); 

• the seminar is preceded by an introductory lecture by the leader. 

 

 

Schedule: 

The list of presentations: 

● Ilya Kiriya, HSE University, Russia, Digital Modernization as Ideological Apparatus in 

Contemporary Russia 

● Jasmin Troeger, Georg-August-University Göttingen, Germany, The process of datafication 

in the classroom 

https://www.ae-info.org/ae/User/Hepp_Andreas
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● Bronwin Patrickson, University of South Wales, UK, How can we protect children’s rights 

whilst researching their lives and cultures using datafied digital research methods? 

● Tracie Edmondson, Charles Sturt University, Australia, Using mediatisation to understand 

changes in professional sport communication 

● Rūta Sutkutė, Vytautas Magnus University, Lithuania, Shaping of the public discourse on 

refugees integration in social media 

● Damian Guzek, University of Silesia in Katowice, Poland, Religious diversity and deep 

mediatization 

● Krzysztof Gajewski, Polish Academy of Science in Warsaw, Poland, Dead ends of 

datafication. The problem of Wikipedia authorship 

● Dana Radu, University of Bucharest, Romania, Religion, controversy and the digital turn 

● Dorota Piontek, Adam Mickiewicz University, Poland, Digital media as an instrument for 

creating alternative political realities 

● Ewa Nowak-Teter, Maria Curie-Skłodowska University in Lublin, Poland, Bartłomiej Łódzki, 

University of Wroclaw, Poland, What makes the news shared on Facebook? The network 

media logic as a mean of mediatization of journalistic practices 

● Katarzyna Kopecka-Piech, University of Wroclaw, Poland, Media desaturation of family life 

Information on previous editions is available on the following websites: 

● Towards development of mediatization research I. Workshop with Professor Göran Bolin, 

11.12.2017  or on the website  of the University. 

● Towards development of mediatization research II. Workshop with Professor Johan Fornäs, 

13.12.2018  or on the website  of the University. 

The workshop is organized with the support of the Academia Europaea 2019 Hubert 

Curien Fund and Municipality of Wrocław fundings. 

https://acadeuro.wroclaw.pl/event/towards-the-development-of-the-mediatization-research-the-workshop-with-professor-goran-bolin
https://acadeuro.wroclaw.pl/event/towards-the-development-of-the-mediatization-research-the-workshop-with-professor-goran-bolin
http://dziennikarstwo.uni.wroc.pl/instytut/wydarzenia/wydarzenia/seminarium-towards-the-development-of-the-mediatization-research
https://acadeuro.wroclaw.pl/event/towards-development-of-the-mediatization-research-ii
https://acadeuro.wroclaw.pl/event/towards-development-of-the-mediatization-research-ii
http://dziennikarstwo.uni.wroc.pl/en/institute/gallery/events/towards-development-of-the-mediatization-research-ii
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Appendix B 

 

RECRUITMENT/ INVITATION: Interview Participants 

 

 

Dear X 

 

 

You are invited as a (CEO/ sport media professional) who may be interested in participating in an interview 

about the ways mediatisation in the digital age is changing the nature of media-sport interactions in 

professional sport in Australia. 

This interview will take 60-90 minutes and will be conducted at your office or other suitable venue which is 

convenient for you. 

Your participation is entirely voluntary and you would be free to leave at any time, even after agreeing to 

participation. 

Confidentiality and anonymity in the research report is guaranteed as your name will not be used in the final 

report submitted. 

If you are not interested or able to participate, but know someone who may meets the criteria and might be 

interested, please feel free to forward this email to them. 
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PARTICIPANT INFORMATION: Interview Participants 

 

Title of Research Mediatisation in the Digital Age: Transforming communication roles in professional 

sport in Australia 

Invitation 

You are invited to participate in a research study on ways mediatisation in the digital age is changing the 

nature of media-sport interactions in professional sport in Australia. The study is being conducted by: 

 

Researcher Tracie Edmondson 

Doctoral Candidate (Communication) 

Grad Dip Prof Comm, BA 

M: 0416 258 342; E: tracie.eddo@bigpond.com 

 

Tracie is currently working full-time as the Head of Public Affairs for NSW Rugby League. Tracie has a strong 

interest in this field, having worked in the sport media industry for more than 30 years in a variety of sport 

in media/ PR and communication roles, as well as a newspaper sport journalist. 

Before you decide whether or not you wish to participate in this study, it is important for you to 

understand why the research is being done and what it will involve. Please take the time to read the 

following information carefully and discuss it with others if you wish. 

 

1. What is the purpose of this study? 

The purpose of the study is to contribute to effective sport management of digital communication. 

The objectives of the project are to: 

Improve understanding of how mediatisation in the digital age is changing the nature of media-sport 

interactions in professional sport in Australia 

Contribute to a conceptual understanding of mediatisation in a sport context 

Make recommendations for best practices for sport media professionals. 

 

2. Why have I been invited to participate in this study? 

I am interested in the experiences and beliefs of CEOs/ sport media professionals who have worked 

in the sport industry in Australia for 8-10 years (i.e. started employment prior to 2009) and therefore 

will have “lived” through the changes that have taken place through mediatisation in the digital age. 

 

mailto:tracie.eddo@bigpond.com
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3. What does this study involve? 

If you agree to participate, you will be asked to participate in an interview for 60-90 minutes. The 

interview will be audio recorded. 

You will be asked to discuss your experiences and views concerning wildlife. The interview will be led 

by the researcher above. If at some point you feel that you would prefer not to talk about something 

or that something is not written down, don't hesitate to tell the researcher. 

4. Are there risks and benefits to me in taking part in this study? 

In the unlikely event that this interview causes distress, you can withdraw from the interview and/or 

you may contact the following helplines for advice: 

Mindspot: a free service for people with stress, worry, anxiety, low mood or depression – offering 

screening, treatment or referral to appropriate services 1800 614 434. 

Lifeline: emergency counseling services 131 114. 

5. How is this study being paid for? 

The research is being funded entirely by the researcher. 

6. Will taking part in this study (or travelling to) cost me anything, and will I be paid? 

The researcher will travel to you for the interviews. You will not be paid for your participation in this 

study. Please tell the researcher if you would like to receive a copy of a report from the study. 

7. What if I don't want to take part in this study? 

Participation in this research is entirely your choice. Only those people who give their informed 

consent will be included in the project. Whether or not you decide to participate, is your decision 

and will not disadvantage you. You are the owner of your knowledge and you are under no 

obligation to share with the researcher. 

8. What if I participate and want to withdraw later? 

If you do decide to participate you may withdraw from the project at any time without giving a 

reason and have the option of withdrawing any data. Should you decide to withdraw from the 

interview, you will be able to withdraw your data. This is research and you are under no obligation 

to answer any question or give any information. Your participation, and the information you choose 

to offer is entirely your decision. If you feel that some information is actually cultural knowledge 

that you feel for any reason uncomfortable about sharing, or feel you do not have the authority to 

share, you retain control over what you volunteer. 

9. How will my confidentiality be protected? 

Any information collected by the researcher which might identify you will be stored securely and 

only accessed by the researcher unless you consent otherwise, except as required by law. There 

are limits on assurances of confidentiality as law may subpoena research data/ records. 
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Data will be retained for at least five years in a locked cupboard and on a password protected 

computer at the premises of the researcher. 

Your participation and data from the interview will be confidential. 

Participants will be drawn from a mix of national sport bodies and national sport leagues. The sample 

will be identifiable by job code and number of interview, and will be described in the following 

manner: 

Media Manager – MM01, MM02, etc. 

Chief Executive Officer or Senior executive– EX01, EX02, etc. 

If being an anonymous participant is important to you, please consider whether you are comfortable 

with descriptions such as this before agreeing to participate in the research. 

10. What will happen to the information that I give you? 

The researcher will prepare a report to submit for her thesis for fulfilment of the requirements of 

the Doctorate of Communication at Charles Sturt University. 

Individual participants will not be identified in any report(s) arising from the project. 

You will be given an opportunity to review any recording and to edit or erase your 

contribution (if requested). 

Data will be stored for at least five years for possible future research by the researcher and possibly 

for verification purposes.  

There are no plans to do any further study at this stage but it is the type of research which lends itself 

to a comparative study over a different timeframe (similar study repeated in 10 years with same 

organisations) or with other sporting bodies (e.g. national amateur sporting bodies or state sporting 

bodies in Australia; or professional sporting bodies in the US, UK or Europe).  

Information will not be used for any further studies without permission of the participants. 

11. What should I do if I want to discuss this study further before I decide? 

If you would like further information please contact the researcher Tracie Edmondson 

tracie.eddo@bigpond.com or 0416 258 342. 

  

mailto:tracie.eddo@bigpond.com
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12. Who should I contact if I have concerns about the conduct of this study? 

 

NOTE: Charles Sturt University’s Ethics in Human Research Committee has approved this project. If you have 

any complaints or reservations about the ethical conduct of this project you may contact the Committee 

through the Executive Officer: 

 

The Executive Officer 

Ethics in Human Research Committee 

The Academic Secretariat 

Charles Sturt University 

Bathurst PMB 49 NSW 2795 

 

Tel: (02) 6338 4628; Fax: (02) 6338 4194 

 

Any issues you raise will be treated in confidence and investigated fully and you will be informed of the 

outcome. 

 

Thank you for considering this invitation. This information sheet is for you to keep. 



 

CONSENT FORM: Interview Participants 

 

Title of Research Mediatisation in the Digital Age: Transforming communication roles in professional 

sport in Australia 

Researcher  Tracie Edmondson 

I agree to participate in the above research project and give my consent freely. 

I understand that the project will be conducted as described in the Information Statement, a copy of 

which I have retained. I understand I can withdraw from the project at any time and do not have to give 

any reason for withdrawing. I consent to: 

• Participating in an interview of 60-90 minutes and having it recorded. 

The purpose of the research project is to improve understanding of how mediatisation in the digital age is 

changing the nature of media-sport interactions in professional sport in Australia. 

I understand that my personal information will remain confidential to the researcher. I also understand 

that my participation in the interview will be confidential. 

I have had the opportunity to have questions answered to my satisfaction. I understand that I can 

withdraw from the interview at any time, and that I will be able to withdraw my data. 

 

………………………………………. ………………………………………. …………………..… 

Print Name Signature Date 

 

NOTE: Charles Sturt University’s Ethics in Human Research Committee has approved this project (H17023). 

If you have any complaints or reservations about the ethical conduct of this project you may contact the 

Committee through the Executive Officer: 

The Executive Officer 

Ethics in Human Research Committee 

The Academic Secretariat 

Charles Sturt University 

Bathurst PMB 49 NSW 2795 

Tel: (02) 6338 4628; Fax: (02) 6338 4194 

Any issues you raise will be treated in confidence and investigated fully and you will be informed of the 

outcome. 

  



 

INTERVIEW QUESTIONS: Media Manager (MM) 

Table 1: Linking research questions with theory and interview questioning 

Research Questions 
 

Questions to Ask Prompting Questions 

1.How do professional 
sporting organisations 
perceive media today in a 
contemporary environment?  

 
-media represents 
organisations, journalists and 
technology 

 

- digital age: 21st 

century, in particular 

the past 8-10 years 

-  

Donges three dimensions 
concept (2008) 
- Dimension of perception: the 
mental orientation from 
within the organisation 
towards that part of the world 
that is media 

In an age of digital technology, what is the organisation’s perception of 
ways media influence everyday operations and communication. 

- How would you describe the 
media in relation to your job? 
… and your organisation? 
- Take me through some 
examples 
- How do other major 
professional sports perceive the 
media? 

- What is working well and what are 
the issues in relation to media for 
you? Your organisation? Other sports/ 
competitors?? 
- How would you describe/ define 
media now? What has changed? 

- Can you tell me how your 
organisation perceives your role 
in relation to the media? 
- What is the perception about 
the role in other major sports?  

- What has changed the most? 

- What does success look like in 
relation to the media?  

- How important is media to the 
organisation’s success? 
- What is it based on? 
- How is it measured? 
- key reasons for interactions with the 
media 

- In how many ways does media 
potentially/ actually have an 
impact? 
- What are some of the 
consequences?  
 

- What is your perception of the focus 
on issues around scandal, celebrity 
and speculation? Damage to 
reputation? 
- Is media awareness/ pressure 
greater? 

- As a result of new technology/ 
multiple platforms how has the 
organisation’s communication 
power been impacted/ 
improved? 

- Has the media’s power increased? 
- Do you have more communication 
power? 

- Can you tell me to what extent 
media influence is out of your 
control? – presumed, accepted 
in shaping public opinion? 

- Is the media-sport hierarchy 
changing/ flattening? 
- Media more or less control? 

2: How are professional 
sporting organisations 
changing to address the 
pressures and opportunities 
of the contemporary media 
environment?  
 
Donges dimension of 
structure: The organisation is 
acting and making structural 
changes as a result of a 

Has there been an increase in the amount of resources (time, people and 
money) spent on communication and the use of formalised 
communication strategies? 

- Tell me about the structure of 
the communications 
department / team in your 
organisation.  
 

- External staff/ contractors/ advisers? 
- Is media controlled through one 
point in the organisation? 

- Can you describe how/ who 
determines organisational 
structure and resourcing/ 

- CEO, Board, Head Coach, Head of 
Comms/ Media? 
- What are the key drivers? 



 

perceived importance of 
media and communication 

budget for media/ 
communication? 

 

- Tell me about the key role of 
the sport media professional 
today?                                                        
 

- What has changed? 
- How does it compare to the role in 
other sports? 
- What makes it different in different 
organsations? 

-  Describe your role in relation 
to working with the CEO. 

- What is the reporting line for the 
head of communication/ media?  
- Is it a direct report to CEO/ senior 
management? 

-  Can you tell me some of the 
ways your organisation 
responds/adapt to media?  
 

- Changes to resources, time, money? 
- To what extent have the 
organisation’s media channels become 
a commercial asset? 

- What are the key areas of 
focus for communication staff 
and what is the allocation of 
time (%) spent?  
 

-E.g. content production, media 
releases etc. 
- How has that changed? 

Tell me how you monitor/ 
manage the 24/7 news cycle? 

Resources; policy? 
What are the consequences? 

3. What techniques are 
professional sporting 
organisations using to 
interact with stakeholders 
and manage communication?  
 
Dimension of behaviour: 
perceptions and actions being 
executed through external 
communication output 

Changes in amount and forms of communication are important measures 
of mediatisation 

- What technologies do you use; 
how often; and for what 
audience? 
- What is most effective? 

- What is future importance of owned 
media compared with paid mass 
media? 
- Other reasons for producing/ 
delivering own content? 

- Tell me about the most 
important/ effective methods 
for interacting with 
stakeholders 

- Which is more significant/ important 
to (financial) success? 
- Is it commercially driven or for 
greater stakeholder engagement? 

- How do you deal with issues/ 
crises? Has this increased? 
- What are the consequences? 

- Increased production of speculation 
and gossip – and therefore increased 
stakeholder management issues? 

- Have you made media-
induced/ driven policy changes?  

- Media access? Social Media policy 
Internal, at matches? 

 

  



 

INTERVIEW QUESTIONS: CEO/ SNR EXEC (EX) 

Table 2: Linking research questions with theory and interview questioning 

Research Questions 
 

Questions to Ask Prompting Questions 

1.How do professional 
sporting organisations 
perceive media today in a 
contemporary environment?  

 
-media represents 
organisations, journalists and 
technology 

 

- digital age: 21st 

century, in particular 

the past 8-10 years 

 
Donges three dimensions 
concept (2008) 
- Dimension of perception: 
the mental orientation from 
within the organisation 
towards that part of the 
world that is media 

In an age of digital technology, what is the organisation’s perception of 
ways media influence everyday operations and communication. 

- How would you describe the 
media in relation to your job? 
… and your organisation? 
-Take me through some 
examples 
- How do other major 
professional sports perceive the 
media? 

- What is working well and what are 
the issues in relation to media for 
you? Your organisation? Other sports/ 
competitors?? 
- How would you describe/ define 
media now? What has changed? 

- How important is the role of 
the Media Manager to you as 
CEO; and the organisation? 
- How is the role perceived in 
other major sports?  

- What has changed the most with 
how this role is perceived? 

- What does success look like in 
relation to the media?  

- How important is media to the 
organisation’s success? 
- What is it based on? 
- How is it measured? 
- key reasons for interactions with the 
media 

- In what ways does media 
potentially/ actually have an 
impact? Brand/ reputation? 
-What are some of the 
consequences?  

- What is your perception of the focus 
on issues around scandal, celebrity 
and speculation? Damage to 
reputation? 
- Is media awareness/ pressure 
greater? 

- As a result of new technology/ 
multiple platforms how has the 
organisation’s communication 
power been impacted/ 
improved? 

- Has the media’s power increased? 
- Do you have more communication 
power? 

- Can you tell me to what extent 
media influence is out of your 
control? – presumed, accepted 
in shaping public opinion? 

- Is the media-sport hierarchy 
changing/ flattening? 
- Media more or less control? 

2: How are professional 
sporting organisations 
changing to address the 
pressures and opportunities 
of the contemporary media 
environment?  
 
Donges dimension of 
structure: The organisation is 
acting and making structural 
changes as a result of a 

Has there been an increase in the amount of resources (time, people and 
money) spent on communication and the use of formalised 
communication strategies? 

- Can you describe how/ who 
determines organisational 
structure and resourcing/ 
budget for media/ 
communication? 

- CEO, Board, Head Coach, Head of 
Comms/ Media? 
- What are the key drivers? 
 

-Tell me about the role(s) of the 
sport media professional/ 
media team today?                                                        

- What has changed? 



 

perceived importance of 
media and communication 

 

- Describe how the SMP/ Media 
Manager works in with the 
CEO/ senior management and 
organisation in general. 

- What is the reporting line for the 
head of communication/ media?  
- Is it a direct report to CEO/ senior 
management? 

-  Can you tell me some of the 
ways your organisation 
responds/adapt to media?  
 

- Changes to resources, time, money? 
- To what extent have the 
organisation’s media channels 
become a commercial asset? 

  

  
 

 

  

3. What techniques are 
professional sporting 
organisations using to 
interact with stakeholders 
and manage communication?  
 
Dimension of behaviour: 
perceptions and actions being 
executed through external 
communication output 

Changes in amount and forms of communication are important measures 
of mediatisation 

- What technologies do you use; 
how often; and for what 
audience? 
 

- What is most effective? 

- Tell me about the most 
important/ effective methods 
for interacting with 
stakeholders 

- Which is more significant/ important 
to (financial) success? 
- Is it commercially driven or for 
greater stakeholder engagement? 

- How do you deal with issues/ 
crises? Has this increased? 
- What are the consequences? 

- Increased production of speculation 
and gossip – and therefore increased 
stakeholder management issues? 

- Have you made media-
induced/ driven policy changes?  

- Media access? Social Media policy 
Internal, at matches? 

 


