A CONCEPTUAL MODEL FOR 
THE MANAGEMENT of EVENTS INVOLVING PHYSICAL ACTIVITY
By Ian Reade, PhD Candidate

Faculty of Physical Education and Recreation 

University of Alberta

Event management in sport and physical activity is generally considered to be a subset within the sport management area. Sport management covers a wide variety of topics that encompass the sports event, with event management dealing with the more specific issues related to event delivery. The current focus within the event management literature is heavily weighted toward events labeled as major events, which are usually revenue generating and involve spectators, sponsors, and media in addition to the direct participants such as athletes, coaches and officials. The reason for such weighting is likely due to the prominence and impact of major events, and the complexity of managing them. However, there is a need to consider major events as merely one type of event existing within a larger population of events including a range of small, but important, events. In this paper, I propose a holistic and inclusive conceptual model of event management that contributes to the existing literature on event management because it makes the argument that:
· A broad range of diverse physically active events exists and should be considered as a population of events for the purposes of study, analysis and discussion.
· Event management is important in all types of physically active events.
· Event management functions differ, from a facilitation role to direct management functions, depending upon the type of event.
· The individual motivation of participants is a critical factor in an event, specifically the extent to which the participants have competitive motives.
· The significance (or consequence) of the outcome of an event to the individual is a factor that directly influences the type of management required.
· Nonprofit organizations emerge as important entities in event management, with their role depending upon participant motivation and event consequence factors.
· Physically active events can be grouped into typologies based on participant motivation and event consequence.
· Typologies can be used to assist the event manager in applying appropriate management concepts.
· Events range from those in which the participants are the only consumers, to products where the majority of the consumers are spectators.

Those interested in event management can readily access resources (see Appendix A) describing the event management process in various ways. Some resources provide an operational overview of managing events where a checklist of functions is provided, with various levels of detail describing how an event should best be planned and organized. A review of these resources makes it clear that events require different levels of management (for example Mull (2005) uses Educational, Recreational, Athletic, Professional categories), and most of the resources available are designed to assist with the management of highly complex, revenue generating events. The resources have been prepared by experts to ensure that every detail of an event is considered, to provide for events that are managed efficiently and safely. 

However, individuals involved in event management are aware that every event is different. The checklists only provide a template that must be adapted to each event by the manager. The difficulty for the event manager is knowing how to adapt the template, and understanding why aspects of a checklist can be disregarded for a particular event. The purpose of this paper is to examine factors that differentiate events, and how these factors create different challenges to the manager of the event. 

As a means to classify events, I argue for the consideration of event typologies, collectively comprising a conceptual event management model to serve as a guide for an event manager (or non-profit organization) to determine the type (or level) of management suitable for the event. The model would not necessarily replace the advice provided by the existing resources, but would supplement that advice by adding some additional rationale and structure. The benefits of typologies would include the reduction of errors made in event management due to a focus on inappropriate priorities, or an increase in event quality made possible by an increased awareness of the core purpose of an event. As part of this argument, I offer for consideration a conceptual model for event management based primarily on two factors: 1) the motivation of the individual participant, and 2) the consequence of the outcome of the event.
Definitions and Context

The events within the scope of this paper are occurrences (or bouts) of physical activity undertaken voluntarily by individuals, with a distinct beginning and end probably lasting less than three hours. I refer to the event as a singular entity, recognizing that many events occur as part of a larger program, such as a league, tournament, or series. For purposes of clarity and definition for this paper, the event is considered to be one occurrence of the physical activity. In this definition, we include only events for which physical activity is at the core of the event.  Admittedly, this includes a diverse range of possibilities, from a single individual on a brisk walk, to a World Cup soccer final played by 22 people but viewed by billions. Between these two extremes are thousands of events. 
The focus of my examination of the event is on the individual involved in the activity. For the purposes of this conceptual model the individual engaged in physical activity is the unit of analysis. The event manager is concerned with the efficient and safe completion of the physically active event by the individual. It would seem that in the case of the individual on a brisk walk, the event manager would have less to do than would the manager of the World Cup soccer final. Regardless, both events require management to ensure the needs of the participant are met. Both events involve individuals engaged in physical activity, and at that level are the same. Yet the events, and their management, are different and on the surface, many of the differences are obvious. In this paper, I examine two factors that cause the differences, and suggest that examining those factors will contribute to a better understanding of event management. The factors underpin the development of a set of typologies which collectively comprise a conceptual model for event management. 

Typologies are generally defined as a categorization of things (in this case, events) having particular shared characteristics (factors) into general types. By categorizing things, we simplify the process of studying them, since the study of a subset of entities within a typology would presumably be applicable (or generalizable) to other items in the typology. For typologies to be created, common factors need to be identified and grouped to form the typology. To create more than one typology, and subsequently differentiate between typologies, the factors being used must vary in a way that enables an individual (such as a researcher) to examine an event and place the event in a particular typology. 
The Consideration of Factors

Events involve people, facilities and a span of time. Events involve an organization and some type of organizing. These factors are common to all events, but their commonality makes them inappropriate to differentiate typologies. Authors such as Mull (2005) have proposed event typologies labeled as Educational Sport, Recreational Sport (his focus), Athletic Sport and Professional Sport. He then identifies program delivery areas within recreational sport that he labels instructional sport, informal sport, intramural sport, extramural sport and club sport. While he provides some useful packaging using these areas, in my opinion the areas do not really discriminate sufficiently among event types and in fact some of the categories (such as instructional sport and intramural sport) most certainly overlap. It is the overlap I am attempting to minimize in developing these typologies, and a conceptual event management model. Other authors such as Solomon (2005) and Masterman (2002) focus on major events in their discussion of event management, which I believe is an important contribution but lacks the recognition of the need to manage the diverse range of physical activity. Parks (2005) recognizes the diversity of events, and provides an overview of event management components such as planning, finance, marketing, and risk management, and while she recognizes the need for differential management, she does not indicate exactly what those differences would be. 
In my initial deliberations and attempts to develop event typologies, I also considered event size (number of spectators and/or participants) as a factor, but realized that two very large events could be managed very differently. Budgets were also a potential factor, but some extremely complex events are organized entirely by volunteers and have very small budgets, while other small events may have very large budgets. Another consideration was to develop a typology using sport as a factor (for example team versus individual sports) but this left more exceptions than rules. Some events can be differentiated by spectators, sponsors and media, and these factors have been considered in our proposed typologies.

I also considered the presence of formality and rules as an important factor in the management of an event. The more rules there are, and the more those rules formalize the event, the more concerns the event manager seems to have. At first, this appeared to be a fruitful approach to the development of typologies, but an important question remained unanswered. Why do some events have more rules than others? Maybe the answer to the understanding of events, and the development of typologies to assist with event management, is to take a reductionist approach and begin the examination from the most basic unit of an event: the individual. The only element present in every event is an individual; in our model, the individual is voluntarily engaged in physical activity. Starting at this most basic of all beginnings, could we develop typologies, and ultimately an event management model? What might differentiate the individual engaged in one event from another individual engaged in a different event?

Two Fundamental Factors

In the following sections, I will present two factors that I believe are fundamental to the development of typologies of physically active events. I am proposing the individual participant’s motivation to compete as the first factor in the creation of event typologies, and the consequence of the event to the individual as the second factor. These factors differentiate events from each other and can be used to categorize events into typologies. As the descriptions for the typologies are developed in the ensuing sections, I will explain why I believe these two factors are of primary importance. I will argue that many of the errors made in event management (errors that may ruin an event, or be discouraging for event participants) are caused by a lack of consideration for the motivation of the individuals participating in the event, and/or an inappropriate understanding of the event’s consequences as they impact the individual. The following two sections explain these two factors in more detail.
Motivations

Motivation is a topic far too complex to deal with in any detail in this paper. As a result, I intentionally simplify the discussion of motivation to develop the typologies and model. While acknowledging that people are motivated to be physically active for different (and sometimes dichotomous) reasons ranging from competition to personal fitness, from solitude to socialization, for thrills, and for learning, I wish to propose that we use the individual’s competitive motivation (competing with another individual, or a performance standard) as a key factor whose variance contributes to the development of event typologies. The evolution of the competitive motive makes an individual seek a better facility; to desire the competitive balance and fairness that is created through the development of formal policies and rules; to want to be coached and be trained to perform at an ever higher level. It is this competitive motive that varies, and drives the participant to compete at levels that make millions of spectators want to witness the performance and it is also this competitive motive that puts unique demands on an event manager. However, maybe more importantly, it can be the total lack of a competitive motive in a participant that causes event managers to assume their duties only begin when events become formalized and thereby overlook their responsibilities in certain types of events. It is this problem I hope to address with this event management model.
Consequences

Consequences are defined for the purposes of this model as why, and how much, the event matters to the individual voluntarily participating in the event. As a variable factor in the development of event typologies, the consequences of an event dictate the resources to be applied to event management. At one end of the range, I propose that physically active events regularly occur for which there are minimal consequences; whether the event goes perfectly right or perfectly wrong, the individual participant gains or loses nothing of significance. At the highest end of the range of consequences, the individual stands to experience significant financial gain or loss, or variability in personal prestige or reputation, depending upon the management and outcome of the event. Recognizing that the range of consequences as employed in the model could be (similar to the factor of motivation) very complex, I am initially simplifying the discussion to develop the typologies and the conceptual model and leaving the complexities for future discussion.  
Typologies

In the following section, I propose four typologies within which events could be grouped based on the two primary factors: competitive motivation and event consequence. Each typology requires different event management considerations and different parts of the traditional event management checklist apply. The four typologies (hereafter referred to as Types) are labeled: 

· Informal Participation

· Supported Participation

· Simple Competitive

· Complex Competitive
Type One – Informal Participation

By definition, this typology includes participants voluntarily involved in physical activity and recreational sport. In this event, the competitive motivation is absent and the event consequences are minimal. The athlete may be any age, and participates in this physical event for pure enjoyment. Their performance may be important, but it is a performance for its own sake and not to defeat an opponent, or meet a standard. These people may want and demand facilities, but it is unlikely they will be involved in organizations or organizing related to the event. They are not willing to pay to participate. They may be experienced seasonal players, or beginners, but exhibit very short term commitments to the event. The participant may be very casual, or may be highly motivated and very serious but the participant is not competitive in this event. (It is important to emphasize that this participant may be competitive in other events or other situations, but we focus here on the event typology and the participant in the context of the event). The participant wants to be able to be confident that a suitable facility of predictable quality and availability can be accessed. The facility is broadly defined ranging from basic open space, trails, or stairs to very specific requirements such as racquet courts or skateboard parks. While at this stage of the model there should be no formal schedule, no organization, and no cost to the participant, an event occurs and there are event management considerations. 

In this typology, no direct management intervention in is undertaken by the event manager, with the event managed by the participant. (This, I believe, would be similar to the area Mull (2005) refers to as informal sport, and I would agree with his assessment of the importance of this type of event). However, the event manager facilitates these events, often as part of a regional or municipal level of government and must consider how to provide and maintain the facilities. 

The common management error in this typology is to fail to recognize these events and to ignore the challenges these participants face, the opportunities the events present, or the value of the events to the community. These events need to be passively monitored by event managers to detect changes to participation patterns, monitor facility standards, and encourage the physical activity in some way. From a physical activity and health perspective, these events are successes and the consequences of successful events are generally positive at both the individual and community level. Negative consequences, should problems arise, would include the disruption or even discouragement of healthy participation. 
Event managers should be aware of Informal Participation events and consider the potential to identify individuals interested in activities as people that may be more involved in future events. Marketing potential exists, but should be considered with care. 

Examples: parks and open space for participation or pickup games of touch football, ultimate frisbee, softball, soccer; walkers, cyclists, beach volleyball, fitness centers, drop-in events, public tennis, trails for walking, running, cycling, and skiing

Typology Two – Supported Participation

At the outset, it is important to stress the differentiation of Type Two from Type One because the differences may seem more subtle than they are. Consistent with the main theme, the difference between the two typologies is a function of the motivation of the individual participant – compared to Typology One they are more competitive, more dedicated to the activity, willing to pay, have higher expectations of the event, may have low competence levels in the activity, and likely limited formal involvement.

An event in this typology involves participants that are devoted to the activity, experienced, probably serious about it and participate frequently. They are knowledgeable about facilities and equipment and will be able to choose better facilities and equipment. If they play tennis, they want decent nets. They will want their cross-country ski trails set, and marked. In a fitness center, they will want organized access to the equipment. In a swimming pool, they want designated lanes and visible time clocks. If the event includes contests, the participants probably keep score, but would not be involved in formal tournaments. They are more competitive, but are not necessarily proficient. 

In this type, the event consequences are individual satisfaction levels of the participant resulting in continued participation and ongoing financial investment in the activity. Since these individuals are competitive, but not necessarily competent in the sport, the quality of the event and competitive balance will often dictate their future involvement. Bad experiences will result in discontinued involvement, which leads to negative consequences for the activity.

Type Two events are difficult to identify and to manage. Some of the most active and serious participants could be involved in these events, and their lack of formal involvement or low skill proficiency may result in mismanagement of the event. They may be competitive but ill informed; demanding yet not knowledgeable; or in transition between typologies in their event experiences. Participants, in contrast to those in Type One, may readily accept instructional programs, or skill development opportunities if offered, but may not wish to pursue formal competition. While difficult to prove empirically, Supported Participation events might be the largest typology in terms of the number of events in the typology because the participants are more motivated and therefore more frequent participants than Type One, but less competitive and proficient than Type Three.

Event managers for this typology should pay particular attention to this type of event because, while hard to identify and access, there is a significant segment of the physically active population that participates in this way. While they do not wish to be formally organized, and may avoid involvement in, for example, a nonprofit organization, they will appreciate support and service. The event manager will want to improve adherence and increase participation in this group both for the good of the participant and the good of the sport. 

Examples: runners, cyclists, swimmers, triathletes, golfers, tennis and squash players, pickup basketball, fitness swimmers.

Type Three – Simple Competitive Events

In this typology, I believe it is reasonable to say the number of directly active participants will decrease compared to Types One and Two, but the event management challenges increase. The participants are competitive and are definitely trying to improve their performance levels or to win more often at the event they are in, or to improve their placing. As a result, they may want coaching, instruction or consultation, and will be prepared to invest their own money in equipment, coaching, or travel. They are motivated to compete, and will accept the responsibilities for the costs. Additionally, the participants are proficient and skilled, and more knowledgeable of the structure and rules of the event they are engaged in. Winning is important, and central to the participant, although winning may be defined in a variety of ways. The event must be fair and perceived to be fair, and disputes must be dealt with. In contrast to Type Two, the keeping and recording of the score or the time will be essential. Achievements will be formally recognized. Another contrast to Type Two will be the emergence of qualified officials as a formal part of the Type Three event.

Event consequences increase dramatically in importance in Type Three events, with parents, friends, coaches and teammates all becoming invested in the results with team tryouts and championship travel often at stake at the end of a time-consuming and financially costly process. Event management becomes more complex and the risk of error is far more significant and far-reaching. 
The major event management difference in Type 3 is the emergence of voluntary nonprofit sport organizations, populated by interested supporters, which regulate the event in a multitude of ways. Regulations are needed due to the competitive focus of the participants, the formal competitive nature of the events, and the increasingly important consequences. The event manager will not only be expected to manage the event, but will likely be expected to manage the nonprofit organization as well; this is a major difference from Type Two. There is also a tendency for event managers to underestimate the importance of familiarity with the sport culture, the regulations, and the involvement with officials, since this group of participants is not always perceived to be as serious as it is. Errors result in disenchanted participants and may cause people to withdraw from the sport.

Event management errors are made in Type Three events when event managers  pursue sponsorship or subsidization for this type of event; normally this effort is wasted. It is too early for television or sponsors, and spectators will appear only in very small numbers. Since these events are formally organized by nonprofit organizations, there may be an expectation for services such as medical care and emergency services. Minimal food and beverage services may be expected, which necessitate janitorial services or clean-up crews. Clearly, the costs for these events can rise very quickly, and without the availability of significant revenue streams a nonprofit organization can run into financial trouble. The event manager must be aware of the costs and benefits.

Examples: Youth Soccer, Minor Hockey, Tennis and Golf tournaments, High School sports, University or college intramurals, most developmental levels in most sports.

Type Four – Complex Competitive

The athletes in this stage have made it to the big time after extensive training and commitment and lots of natural talent. Whereas in Type Three, where the athletes may be very competitive and serious, the Type Four athlete is highly competent and has aspirations to achieve at the highest level. They are focused on high performance and competitive results. While professional sport would certainly be included in this typology, amateur sporting events are also included here. 

The support system for the athlete (coaches, trainers, managers, and staff) should be in place. Training and competition are separate and both require facilities. 
Rules and regulations are sophisticated, formalized, and rigorously enforced. Dealing with officials and members of competing organizations requires time, attention and expertise. Event management errors can have devastating effects at this level, and the event manager will be under scrutiny from a variety of places. Usually, event managers are professionals and specialists, and are experienced in the specific event.

The performance of the athlete may be (would usually be) of sufficient quality to warrant the involvement of spectators, although the numbers may vary dramatically from hundreds to tens of thousands. There is a merging of the event and the active participants with the spectator (passive participants) and the consumer market, which creates a tendency to shift the focus from the participation of the athlete to the event as a product for consumption by the spectator. This shift in focus requires a balance between the needs of the athlete and the demands of the spectator; money may begin to drive decision-making. The packaging of the event for the spectator may be at odds with the organization of the event to meet the needs of the athletes. When an organization decides to package an event, factors such as pre-game protocol, accurate start times, player introductions, national anthems, announcers and scripts, and entertainment all become factors. 
There are essentially two reasons to undertake efforts to attract spectators to these events; athletes at this level like to perform for spectators, and spectators have purchasing power and dramatically increase the revenue that an event can generate. Without spectators, sponsors will not (in most cases) be interested and the media will be unlikely to provide any coverage of the event at all. Therefore, event managers and their organizations must make decisions as to whether to strive to attract spectators. Promotional efforts are required, and these are not without financial and human cost. Unsuccessful promotional efforts can result in organizations losing money on events. Promotional strategies require marketing expertise; for example, an understanding of advertising is essential if promotions are to be effective. Many organizations simply do not have this expertise.  

Assuming that spectators are attracted to the event, decisions need to be made regarding an appropriate admission charge that must be high enough to offset promotional costs and the cost of cashiers and event security. Other implications of this decision are the need for a “float”, training of cashiers, and a ticket auditing system to prevent theft by ticket sellers. The event manager will need to be prepared with a policy on complimentary tickets for families of the athletes, members of the host organization, officials, volunteers, and the multitude of others who will not be prepared to pay for access to the event. Decisions on seating will need to be made if preferential seating will be an issue. It is critical to understand that once a spectator pays for access to an event, their expectations may change dramatically.
Once paying spectators are attracted, the event manager will need to consider whether event programs should be prepared; spectators often want information about the event and may or may not be prepared to pay for a program in addition to the admission cost. If programs are prepared, the size, design, format, content and price will all need to be determined. Each of these factors, while they may sound simple, is actually more complicated than they appear.
Food and beverage sales can be a good revenue stream for an event, but there are event management considerations. Storage, spoilage and clean-up are three critical considerations. If alcohol is involved, security and safety become concerns. Merchandising is a possibility, but the event manager should have a plan for storage, security, and excess. A critical consideration in this regard is volume; the organizers must decide what their anticipated demand will be and have the expertise to estimate accurately.
Sponsors are often an important revenue source for Typology Four events. Finding sponsors is a difficult task, and servicing them within the context of the event can be even more difficult. We deal with this topic in a future section, and thus will limit comment to the implications on the event itself. Sponsors will often be very demanding when the event is underway, and may distract the event manager from other matters. Depending upon the investment of the sponsor, the manager may have no choice but to comply or risk losing the sponsor. At the very least, the manager must be prepared to deal with sponsors and have an appropriate plan in place.
Should the media decide to cover the event (and if the crowd is large enough they will), the event manager must be prepared to provide them with information, in a prepared format – media want their information “canned”. Newspapers have deadlines. Television wants an atmosphere of excitement, and if they are covering an event “live”, then timing becomes an important issue. 

In the majority of cases, it would not be feasible to have an event of this type without the contributions of volunteers. The event manager needs to be sure that the human resources are in place to meet the demands of this type of event as has been described above.  
Examples: NCAA, CIS, CCAA, professional, international and national competitions

Summary Comments

This is a conceptual model of events, with four typologies based upon two variable factors: the participant’s motivation and the event consequences. In this model, the physically active participant is voluntarily involved in an event, and the event is included in one of four typologies. The event management increasingly involves formal organization, and nonprofit voluntary sport organizations. Management activity changes markedly in the respective typologies, and through recognizing the requirements of the various typologies the manager can focus on the appropriate aspects of the event. The role of marketing in event management emerges as the event becomes a product, or commodity, to be consumed by those not actively involved in the event.
I offer this conceptual model as a way of planning and managing the various types of events. The tendency to focus excessively on Type Four events, because of their profile and the management demands, may result in missed opportunities or mismanagement of the other event types. The recognition that there are other events that need to be managed in a unique fashion is important. Event management expertise is required for all types of events, and while the expertise is very different, a lack of management in other events is detrimental to the experience of the participants in those events.
Event managers can decide for themselves whether the consideration of events in this manner will be helpful to them as they consider the variety of events they manage, and how to differentially manage them. At best, this model may improve management efficiency by setting the appropriate priorities. At worst, it can stimulate thought and discussion about events and bring the participants needs to the forefront of event planning. 
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