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Abstract

Obijective: This study analysed the British elite sports agency, UK Sport, offering a detailed look at
governance elements and their evolution. Furthermore, some practices from the British agency are
compared to actions from the Brazilian public entity SNEAR.

Method: A descriptive and exploratory design was used through a case study. The data collection procedure
is characterized as documental research.

Relevance: There is a continuous necessity to better understand elite sports systems. From a different angle,
organizations frequently shape their structure, approach, and strategies based on “competitors”. In the last
50 years, the recent sporting success of UK Sport can be understood as the most relevant regarding elite-
sports. Moreover, studies involving benchmarking are still incipient in Brazil.

Results: Influenced by the Olympic Games of 2012, UK Sport has rapidly evolved into a more professional
organization. Its professional evolution was guided by complementary governance aspects, that is, more and
better-qualified staff members, a “business-like” Board composition, a new organizational structure,
transparent recruitment processes, more financial resources available, and investments being made through
clear strategic goals and criteria. Additionally, the lasting administrations leading UK Sport have provided
the necessary stability to implement the changes over the years.

Contributions: The study presented some insights that may help SNEAR to improve its governance
practices. Especially, it would be a relevant first step to publish its strategic planning, using as an example
UK Sport WCP strategical focus, with no non-Olympic/Paralympic athletes and sports and fewer
Olympic/Paralympic athletes and sports being financially supported.
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UK Sport organizational evolution: governance aspects, Olympic and Paralympic Games influence and
insights for Brazil

UK SPORT EVOLUCAO ORGANIZACIONAL: ASPECTOS DE GOVERNANCA,
INFLUENCIA DOS JOGOS OLIMPICOS E PARALIMPICOS E INSIGHTS PARA O
BRASIL

Resumo

Obijetivo: Este estudo analisou a agéncia britanica de esporte alto desempenho, UK Sport,
oferecendo uma visdo detalhada de elementos de governanca e sua evolugdo. Ademais,
algumas praticas da agéncia britdnica sdo comparadas com acdes da entidade puablica
brasileira SNEAR.

Meétodo: Utilizou-se um design descritivo e exploratorio por meio de um estudo de caso. O
procedimento de coleta de dados é caracterizado como pesquisa documental.

Relevancia: Ha uma necessidade continua de se entender melhor os sistemas esportivos de
alto rendimento. Em outro prisma, organizagdes frequentemente moldam suas estruturas,
abordagems e estratégias baseando-se em ‘“concorrentes”. Nos ultimos 50 anos, o recente
sucesso esportivo do UK Sport pode ser entendido como o mais relevante referente a esportes
de elite. Além disso, estudos envolvendo benchmarking ainda sao incipientes no Brasil.

Resultados: Influenciado pelos Jogos Olimpicos de 2012, a UK Sport evoluiu rapidamente se
tornando uma organizagdo mais profissional. Sua evolugdo profissional foi guiada por
aspectos complementares de governanca, ou seja, mais e melhor qualificados funcionarios,
uma composicdo de Conselho mais “empresarial”’, uma nova estrutura organizacional,
processos transparentes de recrutamento, mais recursos financeiros disponiveis e
investimentos sendo feitos através de metas e critérios estratégicos. Ademais, as
administracdes duradouras que lideraram a UK Sport forneceram a estabilidade necessaria
para se implementar mudancas ao longo dos anos.

Contribuigdes: O estudo apresentou algumas idéias que podem ajudar a SNEAR a melhorar
suas praticas de governanca. Especialmente, um primeiro passo relevante seria publicar seu
planejamento estratégico, usando como exemplo o foco estratégico do WCP da UK Sport,
sem atletas e esportes ndo-Olimpicos/Paraolimpicos e menos atletas e esportes
Olimpicos/Paraolimpicos recebendo apoio financeiro.

Palavras-chave: UK Sport. SNEAR. Financas. Governanca. Estratégia.

1 Introduction

The management of sports has gradually evolved in the last decades (Sarmento &
Carvalho, 2015), in which the mega-events have a significant role in this evolution (Green &
Houlihan, 2005). Moreover, in the last twenty years, a process of legitimisation of political
aspects has been supporting efforts to fund and develop elite athletes (Green, 2004).
Generally, these investments aim to achieve good results in international sporting events,
international prestige, national pride and economic development (Houlihan & Green, 2008;
Mazzei, Meira, Bastos, Bohme & De Bosscher, 2015), in which a state may assume
regulatory and supervisory roles on sports systems (Sarmento & Carvalho, 2015).
Furthermore, Soares, Antunes, Barbara, Escorcio and Saldanha (2016) argue that there is
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academic evidence underpinning public investments in elite sports, claiming a positive return
to the economy and state (taxes). According to Theodoraki (1999), the pressure on
governments to promote sporting success is irreversible. In countries such as Spain, the UK
and Japan, there has been a substantial increase in public funding allocated to elite sport,
which does not reflect a similar proportionate increase in the total sports budget (Houlihan &
Zheng, 2013). In this context, countries have been creating specific public organizations to
develop elite sports.

Currently, researchers and managers are engaged in explaining the reasons behind the
success achieved by countries in terms of high-performance sports. Certainly, taking elite
sports as a system, and their development as the result of effective policies, the analysis of
different countries can be considered a strategic action (Mazzei et al., 2015). In addition,
authors such as Houlihan (2009), Legg et al. (2015), De Bosscher et al. (2008; 2015) and
Dowling et al. (2017) demonstrated that there is a continuous necessity to better understand
elite sports systems. Therefore, studies on how elite-sports systems, policies, and
organizations work in different countries have been receiving increased attention from
researchers worldwide.

From a different angle, organizations frequently shape their structure, approach, and
strategies based on other “competitors”. Concepts such as isomorphism (DiMaggio & Powell,
1983; Caemmerer & Marck, 2009) and benchmarking (Nascimento, 2017; Jardim, 2011a;
Jardim 2011b) illustrate how some companies appropriate best practices from other
organizations. However, it is often unclear under what conditions best practices may work in
other contexts or structures (De Bosscher et al., 2015).

Hantrais (1999) stated that cross-national research (comparative) has as an objective to
identify the similarities and differences between countries to gain a better awareness and a
deeper insight into a research subject across different national contexts. Likewise, Dowling et
al. (2017) claim that comparisons of elite-sports systems should answer questions such as
what makes some nations more successful at international competitions than others, and what
is the most efficient and effective way to develop high-performance athletes. Furthermore,
according to Mazzei et al. (2015), research on sport public policies is usually conducted using
a comparative basis of structures and actions in different countries. In this scenario,
comparisons of sports organizations are usually conducted, in which countries and researchers
attempt to better understand strategies, policies, and practices to better learn from the
experiences of other countries.

Influenced by the opportunity of hosting the Olympic and Paralympic Games and their
potential sporting legacies, countries such as Brazil have massively invested in elite sports
policies. In fact, due to the Rio 2016 Games, the Brazilian government has stipulated the
objective of becoming a worldwide sporting power (Castro, Poffo & Souza, 2016). Based on
this goal, an analysis of best practices from successful “competitors” may offer new insights
and parameters to the Brazilian government and main actors involved in the national sports
policy. For instance, the Brazilian sports authorities could observe other countries in terms of
strategies and how their policies were impacted by the Olympic Games.

Specifically, about Brazil, other points justify why the country should further study its
own policy and policies from other countries to improve its international sporting results. For
example, Mazzei et al. (2015) pointed out that, until a few years ago, there was not a
considerable number of studies about the development of high-performance sports in Brazil.
Additionally, there has been a lack of studies related to the necessary organizational structure
in Brazil regarding national elite sports based on international specialized literature (Meira,
Bastos & Béhme, 2012; Mazzei et al., 2015). Other authors also draw attention to the need for
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more research on the issue of the development of high-performance sport in Brazil (Meira &
Bastos, 2011), including about funding processes (Castro, Poffo & Souza 2016). Likewise,
little is known about the Brazilian government administrative structure in favour of elite
sports (Mendes & Codato, 2015). Moreover, studies involving benchmarking are still
incipient in Brazil (Jardin, 2011b).

For a long time, national sporting organizations in Brazil have been relying on public
funding to develop their sports initiatives, but cases of misuse of these resources are
frequently reported by the press. For instance, in 2019, national federations were not legally
able to receive public funding because of unapproved accountability processes (Vecchioli,
2019a). Due to this necessity of sports managers to improve the management of organizations
in Brazil and a similar necessity of more studies around best practices that may offer insights
to Brazil to obtain better sporting results, this article provides a deep analysis of the British
case. Undoubtedly, the United Kingdom’s (UK) recent sporting success can be understood as
the most relevant in the last 50 years. After all, the country came from a 36" medal ranking
position (9 medals) in 1996 Atlanta Olympic Games to a second position in the Rio 2016
edition (67 medals), becoming a “sporting superpower” (Ahmed, Leahy & Pearson, 2016;
UOL, 2004). Furthermore, the European country was the host of the Olympic and Paralympic
Games in 2012.

In summary, this study aims to analyse the British high-performance sports agency,
UK Sport, offering a detailed look at governance elements and their professional evolution,
which may reveal new approaches, practices, and strategies for Brazil. Furthermore, some
practices from the British agency are compared to actions put in place by the Brazilian public
entity responsible for elite sports in the country.

2 Method

This research was structured based on a descriptive and exploratory design.
Descriptive research has as its objective to obtain information around something that already
exists, to describe and interpret the reality, without any interference in it (Rubio, 1999). On
the other hand, exploratory studies are typically conducted to satisfy the researcher’s curiosity
and desire for better understandings of a specific phenomenon (Babbie, 2007), when the
subject is less explored, and as the first step to deeper investigations (Gil, 1999).

The research design focuses on a case study. Yin (1984) states that case studies are
aligned with exploratory methods, as they aim to explore a phenomenon in a specific dataset.
Moreover, in areas such as government and management, case studies methods are
extensively used (Zainal, 2007). In addition, Eisenhardt (1989) defines a case study as a
research strategy that focuses on understanding the dynamics present within single settings,
which help to explain both the process and outcome of a phenomenon (Zainal, 2007). In other
words, it examines experiences or actions without separating them from the context in which
they occurred (Harris & Houlihan, 2016). Palmer et al. (2018) summarized that a case study
may not only assist in finding which outcomes were produced from interventions but also
how they were produced and in which contextual conditions.

In order to visualize the British evolution related to its elite sports policy, the UK
Sport was the entity chosen for this analysis. The sampling process to select the UK Sport as
the case study of this research is featured as a theoretical one, which selects cases suitable for
illuminating and extending relationships and logic among constructs, being selected for non-
statistical reasons (Eisenhardt & Graebner, 2007). UK Sport, founded in 1996, was set up to
create pathways into sports and eventually into sporting success at the elite level, with the aim
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to compete and win medals at both the Olympic Games and the Paralympic Games.
Therefore, UK Sport is focused upon elite sport over community and school sports sectors,
mainly, through the World Class Programme (WCP). Precisely, UK Sport invests National
Lottery and Exchequer income into Olympic and Paralympic sports (UK Sport, 2016b; UK
Sport, 2016c).

Some authors demonstrate that case studies may collect data from distinct sources,
such as interviews, questionnaires (qualitative or quantitative surveys), reports, documents,
and participatory observations (Vimarlund & Keller, 2014; Eisenhardt, 1989; Paudel, 2009).
In this study, the data collection procedure is characterized as documental research (e.g.:
official reports). Mogalakwe (2006) claims that documentary research is sometimes more
cost-effective than surveys, interviews, or participant observation. The same author also states
that the use of documentary methods refers to the analysis of documents (e.g., official/public
documents) that contain information about the phenomenon targeted in the study.

The data collection and analysis processes were divided into three macro steps related
to governance, that is, human resources, organizational structure, and finances. Priority was
given to official documents from UK Sport, with other documents (such as media reports)
being observed when no official information was found. The data analysis also followed the
suggestions of Henry et al. (2005), that is, comparative sports policy studies can seek
similarities, describe differences, or theorize transnational phenomena. It is worth mentioning
that the classic work of Green and Oakley (2001) also provided a lens to observe elite sports
systems and organizations, in terms of “diminishing contrasts” and “increasing varieties”.

After the analysis of the practices of UK Sport, some comparisons were discussed
observing the British case and the organization in Brazil that would have similar
responsibilities and roles in the country. However, some authors assess that there is no
straightforward or perfect model for comparing high-performance sports (Dowling et al.,
2017). In fact, the appropriate methods and tools to compare are still controversial (Lodge,
2007). For instance, too many variables in comparisons can be dangerous, which can create
meaningless similarities and differences (Dowling et al., 2017).

3 Results

3.1. Political and Governance contexts

Before the analysis of UK Sport, it is important to understand the political context that
affected the organization. Firstly, from the near past, Thatcher’s era has affected the British
sports through its political and ideological ideas, which has changed the whole nation. In
general, the new policies changed the governance of public and private sports entities. For
example, Thatcher’s government created the Compulsory Competitive Tendering (CCT) that
led to the “marketisation of the sport”, that is, services that were previously provided by local
governments (including sports) were exposed to free competition, in an attempt to obtain
more financial efficiency to the public services (Bramham, Hylton, Nesti & Jackson, 2001,
Robinson, 2004). After the end of Thatcher’s era, in 1990, the British state implemented
policies to modernize itself and improve its capacity to deliver public services. A turning
point for the development of sports in the UK was the creation of the National Lottery in
1993, in which part of the revenue from the Lottery would support sporting initiatives
(Bramham et al. 2001). This, therefore, returns to the state the essential role of investing
public funds in sports.
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In 1997, with a Labour government in charge, the CCT was replaced by the Best
Value policy, that is, some services would be mandatorily public. The new policy meant a
new strategic approach, in which sports were seen as an important social tool that required
continuous public improvements (Bramham et al., 2001; Robinson, 2004). Furthermore, the
new Labour government has started a process of modernization of public institutions
(Houlihan & Green, 2009). In this context, UK Sport was created by a Royal Charter in 1996
and implemented in 1997 (DCMS, 2015a), as a non-departmental public body/NDPB
(Houlihan & Green, 2009). Nowadays, the organisation is known as the nation’s high-
performance sports agency, investing in Olympic and Paralympic sports and being
accountable to the Department for Culture, Media and Sport —- DCMS (UK Sport, 2015a).

However, in its beginning, UK Sport was criticized for a lack of clear objectives and
organizational rationale (Houlihan & Green, 2009). Additionally, the organization was facing
public criticisms such as from the House of Commons’ Committee of Public Accounts, which
questioned the governance method and the results of UK Sport (Houlihan & Green, 2009).
Under those circumstances, the organization was submitted to a modernization process that
has changed some key elements of its governance structure. The first and most important step
was the appointment in 2003 of Sue Campbell as the Chairman. This step resulted in new
directors, culling of staff, internal restructuring, clarification of objectives, and a new business
plan (Houlihan & Green, 2009). Although with a new executive team, the organization was
still coping with demands to improve its internal control and funding system (National Audit
Office, 2005). In addition, in 2006 the British sports agency had its governance demands
substantially increased, because UK Sport assumed full responsibility for all Olympic and
Paralympic performance-related support in the UK (UK Sport, 2006a). Simultaneously, the
country obtained the right to host the Olympic and Paralympic Games in 2012, which has
given legitimacy to the process of professionalization of the organization (Houlihan & Green,
2009). As a result, the organization had to face new governance challenges to evolve and to
match the new public expectation around the sporting performance of the country.

In terms of governance, recently a broad debate around it in sports took place, mainly
due to an ongoing process of professionalization of sports institutions worldwide (Ferkins,
McDonald & Shilbury, 2010), which included UK Sport. According to Tricker (1984),
governance regards the creation, use, and limitation of powers to direct, control, and regulate
activities within an organisation. In public and non-profit settings, governance is described in
terms of stakeholder representation and stewardship of the organisation resources (Herman
and Renz, 2000). In line with Ferkins, Mcdonald, and Shilbury (2010), policies, operations,
and board performance are key elements of governance. Next, the evolution of the
professionalization of UK Sport is observed based on these governance aspects, focusing on
human resources, organizational structure, and finances practices.

3.2 Professional evolution

In the last decade, UK Sport has built a clear strategy, which is basically to work
through partnerships to develop elite sports in the UK, aiming at world-class success (DCMS,
2015b). However, when London was chosen as the host of the 2012 Olympics and
Paralympics Games, UK Sport started to face major structural changes and new objectives
were defined (Houlihan & Green, 2009), forcing the entity to an evolution process. Below,
based on Bayle and Robinson (2007) and Ferkins, Mcdonald, and Shilbury (2010), the
professional evolution of UK Sport is observed in terms of permanent staff members, internal
structure, and the executive Board.
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3.2.1 Staff

Analysing the UK Sport annual reports since 2000, it is possible to visualize that the
number of full-time employees has more than doubled since 2000/01. Consequently, the
necessary annual cost has increased as well, achieving a figure almost 7 times bigger than the
expenses from 2000. The following table illustrates the increased numbers of staff members.

Table 1 - Evolution of number and costs of staff members in the UK Sport, from 2001 to
2019
Years | 2001 03 05 07 | 08 | 09 \ 10 12 13 15 \ 16 18 2019
83 | 94

Sl 50 84 79 84 89 92 98 | 103 | 102 | 108 | 114 | 121
members
n?i(ljlsitc?n-s £15 | £33 | £40 | £43 | £56 | £49 | £5,3 | £5,6 | £6,3 | £6,7 | £7.6 | £7.9 | £9.8 | £10.2

Sources: UK Sport (2001a; 2001b; 2002a; 2002b; 2003a; 2003b; 2004a; 2004b; 2005a; 2005b; 2007; 2008; 2009; 2010;
2011a; 2012a; 2013; 2014; 20153a; 2017a; 2016b; 2017b; 2018; 2019c).

Furthermore, still based on the UK Sports annual reports, the level of turnover related
to the Chairman and CEO positions is significantly low, which could have helped the
institution  to better  create, implement  and monitor initiatives  of
professionalization/modernization. The following table presents the names and the respective
years when a new professional was appointed as CEO or Chairman of UK Sport.

Table 2 - Chairman and CEO changes in UK Sport history

Chairman \ [=e)
Name Took over in: Name Took over in:
Rodney Walker 1998 Richard Callicott 1999
Sue Campbell 2003 Liz Nicholl 2003
Rod Carr 2013 John Steele 2005
. Liz Nicholl 2010
Dame Grainger 2017 Sally Munday 2019

Sources: UK Sport (2001a; 2001b; 2002a; 2002b; 2003a; 2003b; 2004a; 2004b; 2005a; 2005b; 2007; 2008; 2009; 2010;
2011a; 2012a; 2013; 2014; 2015a; 2017a; 2016b; 2017b; 2018; 2019c).

Equally important, analysing the news available on UK Sport official website, from
2001 to 2019 (UK Sport, 2016a; 2019a), it is possible to observe that new managers were
hired having relevant previous experiences in both sports and executive positions.
Undoubtedly, the knowledge and expertise brought by them were crucial to enhance the level
of professionalism of the organization, which may have helped the UK to achieve the
successful results in the London and Rio Olympic Games. Below, Table 3 shows important
positions of the organization, the year when a new professional started in a specific position
and their previous professional background.

Table 3 - Main replacements in UK Sport until 2016
Name ‘ Main previous background before working at UK Sport New Position Year

Peter Keen British Cycling Performance Director Performance Adviser
Executive Director at the Northampton Saints Rugby Chief Executive
John Steele | Football Club Officer 2005
Tim Granada Media and the Confederation of British Industry Director of Policy 2005

Hollingsworth and Communications
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Simon Le Executive Deputy Director at the United Nations Head of Operations | 2006

Fevre Association of Great Britain and Northern Ireland
Head of Strategic Communications, Campaigns and
Vanessa Marketing a_t the Department for Environment, Food an_d Directo_r of
Wilson Rural Affairs (Defra); and Head of the Strategic Commercial and 2011

Communications Planning Unit at the Department for Communications
Education and Skills
England and Wales Cricket Board (ECB) as Head of the

Simon Director of

. England Development Programme and Science and 2012
Timson . Performance
Medicine
Elite Development Manager at the Queensland Academy Director of
Chelsea Warr | of Sport; and GB Athlete Identification and Development Performance 2016

Manager at the British Swimming
Sources: UK Sport (2004c; 2005c; 2006b; 2011b; 2012b; 2019b); Scottish Disability Sport (2016); Linkedin (2019); BBC
(2020).

According to DCMS (2015a; 2015b), the professional level of the chosen main
managers of UK Sport has been positively accepted by the sporting community. This approval
can be seen by the fact that the National Governing Bodies/NGBs evaluated UK Sport giving
a positive rating of approximately 82% in terms of supporting elite (DCMS, 2015a). It is
worth noticing that UK Sport has a special approach towards NGBs, having an in-house team
to support them, which provides experiences and expertise to help British NGBs to improve
their governance (UK Sport, 2015a; 2015b).

Due to the UK Sport modernization process, more qualified professionals have been
required, affecting the recruitment of staff members (Houlihan & Green, 2009). This factor
created, for example, a new emphasis on requesting business techniques for key supporting
roles (Houlihan & Green, 2009). As a consequence, the UK Sport recruitment strategy does
not offer evidence of being politically driven. The UK Sport website and other documents
from the organization also leads to the conclusion that the company’s HR recruitment
practices have been a mix of internal and external sources. For instance, all vacancies are
advertised internally with the selection of candidates being supported by defined criteria
(DCMS, 2015b). Analysing the top executive positions through the official website (UK
Sport, 2015d; 2019b), it is possible to observe that most of these positions were occupied by
staff members that had previously worked at the organisation for a relevant period, therefore,
suggesting an efficient process of internal recruitment. UK Sport has also implemented a
specific platform on its official website publicly showing the vacancies available, explaining
the process of selection and the mandatory requirements to apply for a position at the
organization (UK Sport, 2015e; 2015g). This recruitment policy demonstrates a commitment
to equal opportunities and transparency. Likewise, it aims to select professionals only based
on their abilities and merits (DCMS, 2015b), creating a more professional and impartial
process.

From a complementary angle, a specific policy supported by the Equality Standard has
been implemented in UK Sport (Sracklen, Hylton & Long, 2006), which has generated some
positive results. For instance, analysing the composition of the five main executive positions
in 2015, three of them (including the CEO) were occupied by women (UK Sport, 2015d),
which implies a certain level of diversity between the genders. The same tendency has
happened with the positions available for technical panels, where 51% of the seats were
occupied by women in 2015 (UK Sport, 2015f). In 2019, UK Sport had 55% of its staff
members and 7 out of 10 Board members being women (UK Sport, 2019c). However, some
facts show that improvements are still necessary. For example, in the composition of the
Board in 2015, only 10% of it corresponded to black professionals or from minority groups
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(DCMS, 2015a). In addition, in the same year, less than 5% of UK Sport staff was black. In
2018 and 2019, only 13% of the staff members were Black or belonging to a minority group
(UK Sport, 2018; 2019c). Furthermore, in 2019 only 20% of the UK Sport workforce were
between 45-65 years, with no staff member being over 65 years old (UK Sport, 2019c).
Therefore, the entity should continuously work to be more diverse and better represent the
people affected by its actions (DCMS, 2015a), enhancing its experiences and social
backgrounds. It is worth noticing that no information was found about the current number of
people with disabilities working at UK Sport (UK Sport, 2019c).

3.2.2 Internal structure

In 1999/2000 the executive team of UK Sport was composed of the CEO and five
more directors. This structure was changed in 2003/2004, when the organization lost two
directors. Nevertheless, from 2006, more significant changes have been implemented, mainly
in 2008/09, with the new positions of Chief Operating Officer and Finance Director being
implemented in the organization. In 2009/10, all the anti-doping activities of UK Sport were
transferred to a new entity, the UK Anti-Doping, which resulted in one less department (UK
Sport, 2010). Certainly, that new internal structure could demonstrate the attempt to
modernize the organization before the London 2012 Games. Table 4 presents the main
changes until 2020. Given the proximity of the Olympic and Paralympic Games of 2012, also
supported by the debate around the Olympic legacy, the organization changed its internal
structure again in 2012, with other changes happening after the Olympic Games in London
(DCMS, 2015a; 2015b). The new departmental structure illustrates the attempt of UK Sport to
adapt the organization to a new reality after the London Games, having its internal
configuration decreased but still aiming at keeping a similar level of organizational efficiency.

Table 4 - Main executive structural changes in UK Sport from 2006 to 2020

2006/07 2008/09 2011/12  2014/2015 | 2015/2016
CEO CEO CEO CEO CEO CEO
Director of Chief Operating | Chief Operating | Chief Operating 0 i?:')[rn Chief Operating
Elite Sport Officer Officer Officer perating Officer
Officer
Director of
Drug-Free Performance Director of Director of Director of Director of
Sport and Director Performance Performance Performance Performance
International
Director of Director of Director of
Director of Finance, Finance, Finance,
Corporate Finance Director | Finance Director | Investmentand | Investmentand | Investment and
Services Business Business Business
Services Services Services
Director of Director of Director of Director of Director of
Policy and Director of Major Events Commercial & S
. Corporate . . Communications
Communica- Drug-Free Sport D and International | Communica- ;
. evelopment . . and Partnerships
tions Relations tions
International
Development
Director of Director and Director of
Business International Commercial &
Support Inspiration Communications
Programme
Director
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Sources: UK Sport (2007; 2009; 2012a; 2015a; 2016b; 2020).

In 14 years (from 2006 to 2020), Table 4 shows a considerable number of structural
changes, but areas such as investment, business services, and communications have recently
received special attention in the organization structure. Especially from 2014, subjects such as
investments, business services, partnerships, and communications have been part of the UK
Sport core structure, which makes clear its professional evolution over the years.

Since 2011, the commercial practices of the entity have been gaining more
importance. Certainly, commercial initiatives in public entities have some natural limitations.
However, even this sort of organization can create commercial value to attract partners and
accomplish its mission. In fact, strategic partnerships with private organizations were built to
improve UK Sport capacity to deliver elite sports development. For example, in 2011, the
department of Commercial, Communications and Public Affairs was created (UK Sport,
2011a), which would be responsible for attracting and working with partners to leverage
commercial opportunities and sponsorships from the private sector (UK Sport, 2012a). In a
joint venture with the British Olympic Association, British Paralympic Association and with
the London Organising Committee for the 2012 Games, the department was partially
responsible for the Visa sponsorship agreement (UK Sport, 2012a), which generated an
income of £10m in 2012 (UK Sport, 2010).

Moreover, facing a necessity to assist the NGB’s in terms of specialized knowledge in
science and technology, and aiming at achieving a better level of professional capacity, the
English Institute of Sport (EIS) was founded in 2002 as a subsidiary of UK Sport (UK Sport,
2015c¢). The EIS, which in 2019 employed 381 staff members (UK Sport, 2019c), provides a
wide range of professional services, with most of the income coming from the NGBs (in a
commercial relationship). It is worth noticing that a significant part of the NGBs revenues
come from the National Lottery, mainly through the WCP that is managed by UK Sport itself
(DCMS, 2015a). Until 2015, the EIS obtained on average £6.9 million annually, however, in
2019 the EIS income reached £28 million (UK Sport, 2019c).

3.2.3 UK Sport Board

According to UK Sport (2012a), the Board members are appointed by the Secretary of
State, being formed by the Chair and nine members, consisting of five independent members
and four representatives of the Home Nation Sports Councils. Furthermore, its main role is
described by a Royal Charter, that is, to provide strategic direction to UK Sport (DCMS,
2015a). Over the years, the Board faced pressure to evolve itself, for instance, in 2018 a new
Code for Sports Governance implemented that (1) at least 30% of each gender would be part
of it, (2) the Board would be the ultimate decision-making authority within a sport, and (3)
tighter term limits (UK Sport, 2018). Additionally, two Observers were implemented in the
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structure of the Board, the Chair of the EIS, and the Head of Sport of DCMS (UK Sport,
2018).

The Board changes demonstrate how UK Sport attempted to evolve towards a more
professional and modern organization. Houlihan and Green (2009) claimed that, due to this
modernization process, UK Sport started to allocate more professional staff members through
the Board’s routines of audit and inspections. Based on the same authors, the organization has
also replaced Board representatives looking for new members with more business
skills/experiences, which may have helped to transform UK Sport into a more ‘business-like’
organization.

Since 2004, there have been panels composed by members of the Board to perform
specific analysis, with these panels receiving more autonomy and strategic roles (UK Sport
2004a; 2004b; 2018). In 2014, there were three groups of panels (remuneration, audit, and
major events), which supported the Board in their strategic decision-making processes (UK
Sport 2014; 2015h). More recently, the Board has been receiving support from other advisory
bodies, such as the Audit Committee, to perform the Board responsibilities around issues of
risk, control, and governance (UK Sport, 2018). The Board meets every two months (UK
Sport, 2015a, 2018) to consider and make decisions on recommendations put forward by the
executive team of UK Sport or from the panels of the Board itself (DCMS, 2015a; 2015b).

3.3 Finance management

For a long time, public organizations have been facing pressure in terms of how they
manage their financial resources (Cavalcanti & Santana, 2014). Certainly, the financial
situation of a public entity may create governance and management challenges that require
planning and fast adaptations. In the following section, some points of UK Sport financial
health, strategy, and expenses are analysed.

3.3.1 Evolution of the UK Sport financial resources

UK Sport has basically two different main sources of revenue: direct investments from
the government (Exchequer/Grants) and from the National Lottery. These sources are used to
(1) support athletes; (2) support sport partners (e.g.: NGB’s), mainly through the WCP; and
(3) maintain itself (UK Sport, 2016b, 2016c). The resources from the National Lottery are
managed through the National Lottery Distribution Fund (NLDF) that is under the
responsibility of the Secretary of State for Culture, Olympics, Media and Sport (UK Sport,
2014; 2015a). UK Sport takes the resources from the fund when a payment or an investment
is necessary (Zardini Filho et al., 2017).

Table 5 compares the Lottery and Grant-in-Aid funding streams for UK Sport. Based
on the numbers, there is no apparent trend in the Grant funding history. In the Chinese and
British Olympic cycles, there were more Grants for the Olympic years and in the year before
them, followed by a decrease after the Games. This trend was not repeated during the Rio
2016 cycle. However, over the past twenty years, there has been a substantial increase in
direct governmental funding (from £12m to £70m), providing almost 6 times more public
(direct) resources to UK Sport. A significant increase was seen in 2005/06, with an
enhancement of 81.21%, which could be attributed to London winning the bid to host the
2012 Olympics. The total amount of resources from the National Lottery also increased,
achieving an approximate 400% from 1999 to 2018. Moreover, there were only two occasions
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when both financial sources have decreased at the same time, 2002/03 and 2013/14, years
after the Olympic Games.

%

Table 5 - Comparison of funding streams: Lottery and Grant-in-Aid

DCMS

%

Financial Lottery Funding | increase/decrease Funding — increase/decrease | Relevance of the
Year (in millions) on the previous | “Grant-in-Aid”  on the previous year
year (in millions) year
1999/2000 £18.778 - £12.327 -
2000/01 £23,735 26.40% £12.452 1.01% Sydney Olympics
2001/02 £25.442 7.19% £16.381 31.55%
2002/03 £21.110 -17.03% £15.513 -5.30%
2003/04 £19.927 -5.60% £23.018 48.38%
2004/05 £20.798 4.37% £23.089 0.31% Athens Olympics
2005/06 £21.198 1.92% £29.305 26.92% Longgfz"‘gi’g the
2006/07 £53.277 151.33% £53.105 81.21%
2007/08 £45.716 -14.20% £67.380 26.89%
2008/09 £47.452 3.80% £72.201 7.15% Beijing Olympics
2009/10 £56.259 18.56% £59.645 -17.39%
2010/11 £58.761 4.45% £55.363 -7.18%
2011/12 £69.550 18.36% £60.651 9.55%
2012/13 £88.298 26.96% £65.966 8.76% London Olympics
2013/14 £75.704 -14.27% £43.020 -34.78%
2014/15 £82.223 8.61% £49.452 14.95%
2015/16 £87.705 6.6% £38.583 -21.9%
2016/17 £74.325 -15.5% £53.536 38.7% Rio Olympics
2017/18 £74.560 0.31% £61.957 15.7%
2018/19 £72.961 -2.14% £70.091 13.12%
% Increase 388.55% 568.60%

Source: Zardini Filho et al. (2017) and UK Sport (2016b, 2017b, 2018, 2019c).

The increment of resources available for UK Sport, certainly influenced by the

London Games, has required more attention on the investment strategy, which demanded
transparency and governmental and public accountability (DCMS, 2015a; 2015b).

3.3.2 Strateqic investment

After some criticism about the lack of strategic vision, objectives, and investments at
its beginning (Houlihan & Green, 2009) and having an enhanced public investment,
nowadays UK Sport has a clearer strategy to support NGB’s. This strategy focuses on sports
and athletes with a real chance of obtaining a medal in major international competitions,
investing only in athletes directly nominated by their Olympic or Paralympic NGB (UK
Sport, 2015h). In summary, the financial resources agreed between UK Sport and a specific
NGB, for an Olympic/Paralympic cycle, would depend on goals previously planned by the
parties, in which the results achieved during the partnership would define an increase,
reduction or even a total break of the financial aid (Mackay, 2015; Roan, 2017).

Despite good sporting results being achieved, the UK Sport funding strategy is still
facing criticism, mainly after resources being cut for some sports, for example sports that
failed to meet their targets for London 2012 (Mackay, 2015). Under these circumstances, UK
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Sport has decided to change some criteria after the Rio 2016 cycle, such as (1) including the
observation of participation rates and (2) investments being made in an eight-year cycle
(Mackay, 2015). Certainly, these changes will increase administrative challenges for UK
Sport and create new planning challenges for the NGBs. However, for the Tokyo cycle (2016-
2020), the UK Sport strategic plan continues to focus on medals in major international
competitions (UK Sport, 2017b). In this way, it is investing more in sports with higher
potential to win medals in Olympic and Paralympic Games. According to De Bosscher et al.
(2015), there is a strong relationship between financial resources available and international
sporting success, which supports the UK Sport strategy.

From 2006, UK Sport has become responsible for all British performance funding
programs, that is, the UK participation and investments towards Sydney and Athens Games
were not exclusively supported and planned by UK Sport (UK Sport, 2017b). Due to this
concentration of responsibilities and considering the 2012 Games in London, a significant
jump in terms of resources available for UK Sport is noticed from 2006 (Table 5).
Undoubtedly, this increment of resources also meant an increment of resources for the
NGB’s. Tables 6 and 7 present the numbers regarding investment in sports during Summer
Olympic and Paralympic cycles.

Table 6 - UK Sport investments per sports during Olympic cycles, in millions of pounds
Summer

. 2000 2004 2008 2012 2016
Olympics
Sports ~ Sydney Athens Beijing London Rio de Janeiro
Archery £0 £0.800 £2.834 £4.408 £2.952
Athletics £10.600 £11.400 £26.513 £25.148 £26.824
Badminton £0,00 £0,00 £8.759 £7.434 £5.737
Basketball £0,00 £0,00 £3.694 £8.599 £0
Boxing £0,00 £0,00 £5.005 £9.551 £13.764
Canoeing £4.500 £4.700 £13.622 £16.176 £20.043
Cycling £5.400 £8.600 £22.151 £26.032 £30.267
Diving £0.900 £1.400 £5.873 £6.535 £7.467
Equestrian £3.000 £4.400 £11.727 £13.395 £17.992
Fencing £0 £0 £3.074 £2.529 £4.225
Gymnastics £5.900 £4.100 £9.036 £10.770 £14.615
Handball £0 £0 £2.986 £2.924 £0
Hockey £0 £0 £9.882 £15.013 £16.141
Judo £3.900 £4.100 £6.947 £7.498 £7.366
Modern £1.100 £2.000 £5.920 £6.288 £6.972
Pentathlon
Rowing £9.600 £10.600 £26.042 £27.287 £32.622
Sailing £5.100 £7.600 £22.292 £22.292 £25.504
Shooting £0 £1.400 £5.056 £2.461 £3.950
Swimming £6.900 £6.400 £20.659 £25.144 £20.795
Synchronised £0,00 £0,00 £1.648 £3.398 £0,00
Swimming
Table Tennis £0,00 £0,00 £2.533 £1.213 £0,00
Taekwondo £0.600 £0.600 £2.667 £4.833 £8.052
Triathlon £1.400 £2.600 £5.113 £5.291 £7.457
Volleyball £0 £0 £4.112 £3.536 £0
Water Polo £0 £0 £3.147 £2.928 £0
Weightlifting £0 £0.300 £1.686 £1.365 £1.709
Wrestling £0 £0 £2.125 £1.435 £0

Total \ £58.900.000,00 £71.000.000,00 \ £235.103.000,00 £263.493.753,00 \ £274.464.541,00
Source: UK Sport (2017c).
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Table 7 - UK Sport investments per sports during Paralympic cycles, in millions of pounds

insights for Brazil

. ‘ 2000 2008 2016
Paralympics

Rio de
Sports ‘ Sydney Beijing Janeiro
Boccia £0.112 £0.229 £0.614 £2.333 £3.663

Football £0 £0 £0.170 £0 £0
Shooting £0.138 £0.245 £0.576 £2.085 £3.407
Table Tennis £0.272 £0.401 £0.909 £1.699 £3.006

Goalball £0.162 £0.017 £0.115 £0.513 £0
Archery £0 £0.531 £1.212 £2.147 £2.449
Athletics £3.725 £3.286 £5.454 £6.730 £10.837
Canoe £0 £0 £0 £0 £3.048
Cycling £0 £0.516 £1.761 £4.198 £6.833
Equestrian £0 £1.188 £2.404 £3.605 £3.782
Rowing £0 £0 £1.303 £2.332 £3.834
Sailing £0 £0 £1.228 £1.748 £3.616
Swimming £3.523 £4.445 £6.925 £10.468 £11.756
Triathlon £0 £0 £0 £0 £3.100
Powerlifting £0.151 £0.339 £0.691 £1.092 £0.891

Sitting Volleyball £0 £0 £0.230 £0.786 £0
Judo £0 £0.648 £0.725 £1.294 £2.019
W. Basketball £1.636 £1.835 £3.099 £4.493 £5.379
W. Fencing £0.076 £0.100 £0.340 £0.552 £0.194
W. Rugby £0.223 £0.564 £0.979 £2.361 £3.037
W. Tennis £0.054 £0.473 £0.803 £0.809 £1.925

Total

| £10.075.602,00 £14.821.355,00 | £29.545.872,00 £49.254.386,00 £72.786.654,00

Source: UK Sport (2017c).

From the abovementioned tables, two facts are worth noticing. First, the Summer
Olympic sports were responsible for 83.65% of the amount invested by UK Sport
(£902.961.294,00). Second, after the Rio 2016 Games, the total investment since 2000
exceeds 1 billion pounds (£1.079.445.163,00). During Rio 2016, the five sports that had the
best performances for the Great Britain Team (in terms of medals achieved) were cycling (12
medals), athletics (7), gymnastics (7), swimming (6) and rowing (5) (BBC Sport, 2016).
Observing the data from Table 6, all of them were within the top 10 most funded sports
during the Brazilian cycle. Since 2008, the cycle when UK Sport was fully responsible for the
British preparation, these sports have also been within the top 10 most funded sports. The
following figure illustrates this funding trend. Certainly, this fact underpins the UK Sport
long-term investment strategy in specific sports with better chances of winning medals.
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Figure 1 - The evolution of the resources delivered by UK Sport to the top 10 most
funded sports, from the cycles of Beijing to Rio
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Source: UK Sport (2017b; 2017c).

In summary, the professional evolution of UK Sport focused on complementary
aspects related to its governance, that is, more and better-qualified staff members, “business-
like” Board composition and orientation, more diverse staff members, new organizational
structure, more financial resources available and investments being made through a clear
strategic goal and criteria. As a result, since the foundation of UK Sport, the British
performance in Olympic Games jumped from a 36th medal ranking position in Atlanta 1996
to second place in Rio 2016 (Ahmed, Leahy & Pearson, 2016; UOL, 2004).

4 Discussion

4.1 Comparisons with the national elite-sports public organization in Brazil

Having seen key points of the UK Sport organizational evolution, it seems natural to
compare these points with other countries, such as Brazil. For this purpose, the National
High-Performance Sport Secretariat/SNEAR, part of the federal government of Brazil, was
chosen to be compared in terms of governance and management practices. In fact, both
organizations have similar roles and responsibilities in their countries. The Brazilian entity is
responsible for coordinating, elaborating and implementing public policies for high-
performance sports in the country, aiming at preparing athletes to represent Brazil in
international competitions (Silva, Borges & Amaral, 2015). Nowadays, SNEAR is linked to
the Ministry of Citizenship of Brazil/MC. Certainly, considering the legal systems of the
countries and the nature of the organizations, a direct comparison between UK Sport and
SNEAR has clear limitations.

Financial comparisons are not made in this study. After all, it is well known that there
is a huge economic difference between Brazil and the UK. Moreover, it is also clear that
international sporting success is largely determined by socioeconomic factors (Mazzei et al.,
2015; De Bosscher et al., 2008). Therefore, the comparisons made in this paper have indeed
clear limitations. Nevertheless, the British case clearly offers insights in terms of governance,
strategies, and practices for Brazil, including strategic use of public resources.
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Firstly, it is essential to observe the recent context that has been shaping the actions of
SNEAR. Before and after the Rio 2016 Olympic and Paralympic Games, Brazilian sports
authorities have been facing public criticisms around the national elite-sport policy. For
instance, the Federal Court of Accounts/TCU (2011) claimed that three years after being
chosen as Olympic host for 2016 the former Brazilian Ministry of Sport/ME had no strategic
planning detailing the national high-performance sport policy. The same entity also affirmed
that the sports organization had structural and operational issues that put at risk the
governmental objective of turning Brazil into a sporting superpower nation (TCU' 2011).
Moreover, iconic Brazilian athletes have said that the country needed to re-build its policy,
insofar as only financial resources would not be capable of creating successful sporting
nations (Silva, 2015a).

SNEAR also faces challenges regarding the current governance issues of Brazilian
NGBs. For instance, in 2019, five Olympic national federations were not legally able to
receive public funding due to unapproved accountability reports or due to the lack of
mandatory documents related to the NGBs fiscal status (Vecchioli, 2019a). Furthermore, the
country has been for decades facing a financial and political crisis, which impacted on elite
sports policies and investments (Costa, 2019; Vecchioli, 2019b; 2019c; 2019d; 2019¢; 2019f;
20199).

From a different angle, little is known about the elite sports administrative structure of
the Brazilian government (Mendes & Codato, 2015). Additionally, some authors pointed out
that the country has been investing a relevant amount of public resources on elite sports,
however, there has been a lack of strategic planning and integration of policies to better define
a national strategy aiming at international sporting success (Soares et al., 2016). Below, Table
8 presents a non-exhaustive comparison of key points related to UK Sports evolution and
practices, discussed above, against some initiates of SNEAR.

Table 8 - Key UK Sport evolution aspect vs structure and practices of SNEAR
UK Sport SNEAR

a) The Board provides strategic direction.
Members with business skills/experiences.

b) Board panels: acting on subjects such as
remuneration and audit.

There is an institutional National Sports Council /

CNE, with limited powers, linked to the MC. The
Council has six commissions, in which five are
inactive. Members with no business skills
requirement.

c) The published business plan focuses on
sporting and managerial results.

There is no published strategic planning or
business plan.

d) Commercial practices looking for private
resources and partnerships.

There are no commercial practices at any level.

e) Only four changes in the highest position of
the organization in a period of twenty years.

In seventeen years, there were ten different
people as National Secretary.

f) Recruitment strategy: more business and
sport-oriented profiles. Opened recruitment
processes. Increasing number of full-time staff
members.

One public selection/recruitment for civil servants
in the last fifteen years. Lack of sports specialists
and business professionals.  Political-based
selections  for no-civil servant positions,
traditionally ~ fulfilled based on personal
relationships, with no sports/business experiences
required.

g) WCP strategy focuses on mega-events results,
guided by clear criteria and objectives, and
agreed on formal agreements.

There is a legal instrument called Performance
Contract with NGB’s, which would have clear
goals and sporting strategic planning. However,
this instrument has been waiting for regulation
since 2011.
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h) NGB’s are funded based on the UK Sport
sporting goals, only supporting Olympic and
Paralympic sports.

Filho (2020)

Frequent investments in no-Olympic/Paralympic
sports, such as Ballooning, Footvolley,
Motocross, Jiu-jitsu, sports for deaf athletes,
Beach Soccer and Futsal.

i) EIS provides scientific support to NGB’s.

SNEAR does not offer direct scientific support to
NGB’s. However, the organization may provide

resources to NGB’s to hire these services.

In the last seventeen years, only one woman as
National Secretary. Currently, in the first three
levels of command (Secretary, Directors, and
General-Coordinators) there is no woman
performing these roles.

j) Women frequently being positioned in top
positions.

k) Overall, UK Sport directly acts to provide
professional “consultancy” to NGB's, offering
support and expertise to help them to improve
their governance.

Sources: Mazzei et al. (2015), Agéncia Estado (2007), Alvarez (2011), Cruz (2015), Estaddo (2015, 2020), Folha Online
(2003), Globo Esporte (2016), iG Séo Paulo (2015), Jorge (2016), ME (2017a, 2017b, 2016, 2011, 2017c, 2017d, 2017e,
2013, 2007), Pereira (2015), Portal da Transparéncia (2017a, 2017b, 2017c, 2017d), Pussieldi (2016), Redagdo
Pragmatismo (2015), Silva (2015a), Terra (2017), Vecchioli (2017), SNEAR (2019, 2020), SEE (2020a, 2020b, 2020c),
JusBrasil (2019).

There is no evidence that SNEAR has a similar
activity.

Certainly, the observations related to SNEAR need deeper analysis. Nevertheless, it is
already clear that governance elements show evidence that the Brazilian organization needs to
improve its governance practices. In addition, it is also clear that there is a distance between
the organizations in terms of Board guidance, transparent strategies, and criteria to develop
elite sports. For example, regarding the observations from “a” to “k” in Table 8, and still
based on the same sources, it is possible to conclude that:

“a” and “b”: There is no clear evidence about a general process of accountability from
SNEAR to CNE, neither a strategic guidance from the Council to SNEAR (exception made
about a pre-defined percentage of direct grants for some non-Olympic athletes). Furthermore,
SNEAR does not have a specific elite sports Board or Council, or even an in-house technical
panel, to support its strategic and political decisions. Based on the CNE website, only one out
of six CNE’s commissions are currently active. All these facts illustrate a lack of technical
and strategic guidance to support the decision-making processes of SNEAR. Certainly, the
UK Sport Board business and sporting skills have helped the institution to evolve, offering an
example that could be useful to SNEAR,;

“c”: Taking into account the SNEAR website, the organization does not have a strategic
planning or business plan, or they were not published on the official website. This fact raises
concerns around a lack of strategic guidance in terms of governance and financial investments
on NGBs; which nowadays is one of the most valuable aspects of UK Sport;

“e”: Observing tables 8 and 9 (below), several different actors have led SNEAR since 2003.
Apart from the former Secretary Ricardo Leyser (responsible for the organization during
approximate seven years), the other nine managers had on average one year as leader of
SNEAR. In contrast, Sue Campbell was UK Sport Chairman for ten years, with the following
two other managers in that position stayed there for more than four years each. The lasting
periods under the administrations of the same managers clearly helped the modernization
process of UK Sport, shaping its current level of expertise. Even taking into account that the
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top SNEAR position is politically selected, the responsible authorities for this selection could
use the British case to re-think their future choices.

Table 9 - SNEAR Secretaries since 2003
National Secretary Period National Secretary Period

1 Maria Paula 2003-2003 6 Carlos Geraldo 2015-2015
2 André Arantes 2003-2007 7 Luiz Lima 2016-2017
3 Djan Madruga 2007-2009 8| Rogério Sampaio 2017-2018
4 Ricardo Leyser 2009-2016 9| Celso Luiz Giacomini 2018-2019
5 Ricardo Trade 2015-2015 |10 Emmanuel Rego Since 2019

Sources: Agéncia Estado (2007), Estaddo (2015, 2020), Folha Online (2003), Globo Esporte (2016), iG Sédo Paulo (2015),
Jorge (2016), Pussieldi (2016), Silva (2015b), Terra (2017), Globo Esporte (2019), SNEAR (2019, 2020), SEE (2020a,
2020b, 2020c), JusBrasil (2019).

SNEAR also demonstrates issues of organizational structure, specifically in terms of
human resources (Mendes & Colada, 2015). For instance, in 2017, the year after the Rio
Games, the public organization had 105 people in its workforce but only eleven of them were
permanent civil servants able to legally perform sports analysis in funding processes to
support NGB’s (CGU, 2017). Other eight civil servants were originally from other Ministries,
working in temporary assignments, performing sports technical and bureaucratic roles (CGU,
2017). Furthermore, in a partnership with a Federal Bank, SNEAR temporally had eleven
engineers to specifically analyse infrastructure projects related to the Rio 2016 Olympic
Games (CGU, 2017). Therefore, most of the SNEAR workforce was performing bureaucratic
roles. In particular, 65 of them were outsourced staff members (temporary contracts) (CGU,
2017), with political influences on their recruitment and non-legally qualified to perform
analysis of funding to sports projects. Based on CGU (2017), the lack of permanent civil
servants performing technical analysis in SNEAR has created a scenario of outsourced staff
members performing this role.

In the same 2017, SNEAR obtained a budget of almost 160 million Brazilian Reais for
investments in sports (ME, 2018), with a payroll of approximate 6 million Brazilian Reais
(CGU, 2017). On the other side, UK Sport had in 2017/18 approximate 135 million pounds
(around 680 million Brazilian Reais) to invest in elite sports and in its maintenance (UK
Sport, 2018), with 108 available full-time staff members. Moreover, UK Sport has a clear
strategy of concentrating most of its workforce on sports technical roles. For example, in
2015, UK Sport allocated almost 70% of its full-time employees on technical roles supporting
Olympic and Paralympic medal success, hosting major sporting events, developing
international sporting relations, and driving governance of NGBs (DCMS, 2015b). As a
result, UK Sport has been capable of better providing expertise and services to the British
NGB’s.

“g” and “h”: As the Brazilian organization does not have a strategic planning, SNEAR faces
an issue of lack of strategic focus in terms of NGB’s funding criteria. The random
investments in athletes of non-Olympic/Paralympic sports may negatively affect the Brazilian
results in Olympic/Paralympic Games, especially considering the already limited financial
resources available for Brazilian athletes with the potential of obtain medals in Olympic and
Paralympic Games. The strict investment rules of UK Sport should be, at least, analysed by
SNEAR.
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These comparisons between UK Sport and SNEAR reveal governance shortcomings in
the Brazilian organization and provide some successful examples from the British case. Even
having relevant financial resources, the lack of strategic planning of SNEAR creates a
scenario in which its resources are not invested in the best way possible (Soares et al., 2016).
In line with Mazzei et al. (2015), the governance issues of SNEAR impact on its elite sports
national policy, affecting its guidance role as leader of the public policy for elite sports in the
country. Nowadays, at the national level, several sporting organizations have been sharing the
responsibility of leading the national high-performance policy in Brazil (Meira, Bastos &
Bohme, 2012; Mazzei et al., 2015).

5 Conclusion

This study aimed to analyse the British high-performance agency, named UK Sport,
offering a detailed look at governance elements and their evolution. The data from UK Sport
showed approaches, practices, and strategies that may serve as successful parameters to
Brazil, especially to its public entity SNEAR.

Mostly influenced by the Olympic and Paralympic Games of 2012, UK Sport has
rapidly evolved into a more professional organization. Its professional evolution was guided
by complementary governance aspects, that is, more and better-qualified staff members, a
“business-like” Board composition, a new organizational structure, transparent recruitment
processes, more financial resources available, and investments being made through clear
strategic goals and criteria. Additionally, the lasting administrations leading UK Sport
(especially Chairmen and CEOs) have provided the necessary stability to implement the
changes over the years.

The study also presented some points that may help SNEAR to improve its
governance practices. Especially, it would be a relevant first step to publish its strategic
planning (business plan), using as an example the UK Sport WCP strategical focus, with no
non-Olympic/Paralympic athletes and sports and fewer Olympic/Paralympic athletes and
sports being financially supported. Moreover, SNEAR can have its strategies and practices
improved with technical panels supporting its decision-making processes and a more diverse
administration in terms of gender equity. In addition, the UK Sport Board, with a sporting and
“business-like” composition and strategically guiding investments, should be taken by
SNEAR as an example of a fast and cheap initiative to improve its own governance.

In terms of strategic investments, the criteria and sporting goals of the WCP have
significantly contributed to the improvement of the British sporting results in the Olympic and
Paralympic Games. Certainly, in scenarios of limited financial resources, a focus on
Olympic/Paralympics sports and athletes with clear medal potential may be the best option
when the objective is an optimal performance in these events. Nonetheless, it is difficult to
assess strategies and organizational arrangements in public institutions due to different
political systems and contexts (Bayle & Robinson, 20017). Furthermore, comparisons of
financial resources spent in different countries are difficult exercises insofar as they depend
on what each country considers as a priority in their sports policies (Mazzei et al., 2015).
Undoubtedly, SNEAR has been supporting the recent improvement of Brazil in major sports
events. However, it is crucial that its sports policy become more a real state responsibility
than continuing as “political actions” (Mazzei et al., 2015).

Regarding the necessity of more full-time sports analysts (civil servants) and a better-
qualified in-house workforce, SNEAR presents more legal and contextual limitations
compared to UK Sport, a fact that creates a debate about what would be the most effective
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elite-sports system for Brazil. The British case can be an example to re-build the Brazilian
national elite sports system, particularly considering that only financial resources are not
capable of creating sporting potencies (Silva, 2015a). In this way, in line with Ferkins,
Mcdonald, and Shilbury (2010), SNEAR could evaluate itself and propose changes in key
elements of governance, such as policy, operations, compliance, and board performance.

To sum up, hosting multi-sport events such as the Olympics can improve the methods
of public administrations (Tavakkoli, 2016), being, at least, an indirect legacy (Mesquita &
Mazzei, 2015) and a unique opportunity to develop elite sports in a country (Coakley &
Souza, 2015). Therefore, Brazil should observe the British case, especially the evolution of
the governance aspects of UK Sport, to better deliver its elite sports policy and use of the
Olympic/Paralympic legacies.

5.1 Limitations

This paper only observed published information about UK Sport and SNEAR, in
which hidden contextual elements could have supported a better-developed analysis. In
addition, a qualitative analysis is influenced by the researcher’s personal bias (Sadovnik,
2007). Other method designs and sources are crucial to further observe the cases of the British
and Brazilian organizations. Moreover, this paper offered a non-exhaustive analysis of the
policies, practices, and legal context of the organizations, especially SNEAR. Therefore,
future studies may use this study as a starting point for deeper analysis.
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