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ABSTRACT 

The purpose of t."e study is to examine 5elec~ed i:movations in na'lal 
physical training, sport, and recreation. The Royal Naval Physical 
Training Branch (RNPTB) is presented as a small ellte fo~al organization, 
and aspec~ 0:; its c.oct.:'ine, mandate, ins ti tutional plan, and i:age, are 
examined. The existence of a generalized elite is identified, and ~"le 

effects of formalization and rank differential on t."e inherence of 
aut."ority are analysed. 

1. that organizational changes aJ:e impleoented wit."l less resistance than 
are content and method innovations. 

2. that effective c.1"lange results from the decisions of the generalized 
eli te, but ~"le thrust for change comes from below in response to 
internal and exte~al forces. 

3. t."a t i:movations '",h.ic."l potentially tn:eaten t."e status ar.d identity 
of-, the R..'J'PTS· are rejec'1:ed or resisted. .., 0'" 

The study's conceptual framework includes a etPolo~l ~~d examination 
of aut."ority-innovation decisions. An adapted model of innovation phaSeS 
is used to analyse internal and external documentation and communication. 
An innovation adoption model is formulated to illustrate t."le flow of 
actions and relationships t."at characterize innovation in naval physical 
training, sport, and recreation, and '",it."in t."lis model t."le central role of 
the Oirectorate of Naval Physical Training and sport (DNPTS), is 
emphasized. The study's met."odology is based on the strategy of 
illuminative evaluation using t."e techniques of privileged access, 
infor.=al interviews, and documen~arl analysis. 

Examination of t.'1e selected innovative acti'li ties reveals t.'le 
i~ortance of advocacy and sponsorShip in t."le facilitation of innovation. 
Wit.un the institutionalization of innovation t."e :::rimacy of legitimation, 
regulation, and habituation is established. It is concluded ~~at t."e 
power-coercive basis of RNPTS work routines and discipline, toge~"ler wi~~ 

notions of credibility, evaluation relevance, critical resources,' and 
adaptability, largely account for innovation persistence. 

The findings of th,e study do not support t.'1e first hnot.':.esis, natlely 
t."lat organizational changes are i:lplemented 'Ni th less resistance t..'"lan 
content and met."lod innovations. 

Ai t."lough a partic1;:ati ve 'bottom-up I trend is discernible in recen~ 
innovations, it is insufficient to support ~"le second hypotheSis which 
pos~lates that while effective change results from the decisions of t.~e 
generalized elite, t.~e ~~rust for change comes from below in response ~o 
internal and external forces. 

The response to vigorous and successful strategies indica~es ~"lat 
inl'lOvations '..;hieh ~"1reaten ~~e status and identity of t."1e ru.JP~ are 
rejected or reSisted, and provides substantial sup~ort1ve eVidence to 
uphold e.."e t."ird h~othesis. 

Within a sugges~ed ~odel :or ~~T9 self-evaluation and acc~untabili~'l, 
recommendations are made for t."le fut1.l.:'e :::lain tenance and de',elo;ment cf 
~aval physical training, spcrt, and :ecreaticn. 

.------ -------._----,. ---~,..... 
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Abstract 

The purpose of the study is to examine selected innovations in naval 
physical training, sport, and recreation. The Royal Naval Physical 
Training Branch (RNPTB) is presented as a small elite formal organization, 
and aspects of its doctrine, mandate, institutional plan, and image, are 
examined. The existence of a generalized elite is identified, and the 
effects of formalization and rank differential on the inherence of 
a~thority are analysed. 

It was hypothesized:-

1. that organizational changes are implemented with less resistance than 
are content and me~~od innovations. 

2. that effective change results from ~~e decisions of the generalized 
elite, but the thrust for change comes from below in response to 
internal and external forces. 

3. that innovations which potentially threaten the status and identity 
of the RNPTB are rejected or resisted. 

The study's conceptual framework includes a typology and examination 
of authority-innovation decisions. An adapted model of innovation phases 
is used to analyse internal and external documentation and corr~unication. 
An innovation adoption model is formulated to illustrate the flow of 
actions and relationships that characterize innovation in naval physical 
training, sport, and recreation, and within this model the central role of 
the Directorate of Naval Physical Training and Sport (DNPTS), is 
emphasized. The study's methodology is based on the strategy of 
illuminative evaluation using the techniques of privileged access, 
informal interviews, and documentary analysis. 

Examination of the selected innovative activities reveals the 
importance of advocacy and sponsorship in the facilitation of innovation. 
Within the institutionalization of innovation the primacy of legitimation, 
regulation, and habituation is established. It is concluded that the 
power-coercive basis of RNPTB work routines and discipline, together with 
notions of credibility, evaluation relevance, critical resources,' and 
adaptability, largely account for innovation persistence. 

The findings of the study do not support the first hypothesis, namely 
that organizational changes are implemented with less resistance than 
content and method innovations. 

Although a participative 'bottom-up' trend is discernible in recent 
innovations, it is insufficient to support the second hypothesis which 
postulates that while effective change results from the decisions of the 
generalized elite, the thrust for change comes from below in response to 
internal and external forces. 

The response to vigorous and successful strategies indicates that 
innovations which threaten the status and identity of the RNPTB are 
rejected or reSisted, and provides substantial supportive evidence to 
uphold the third hypothesis. 

Within a suggested model for RNPTB self-evaluation and accountability, 
recommendations are made for the future maintenance and development of 
llaval physical training, sport, and recreation. 
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Chapter One 

Introduction 

The study explores selected innovative processes in physical 

training, sport, and recreation in the Royal Navy. The examination is 

focussed on the adaptations and modifications made by the Royal Naval 

Physical Training Branch (RNPTB), with whom responsibility lies for the 

implementation of naval physical training, sport, and recreation. 

Innovations are related to societal and technological forces and 

whenever possible the influence of cultural and material circumstances 

is demonstrated. 

An in1 Ual clarification of ceitiiln"terms used" in" this study is 

necessary. Rogers and Shoemaker's definition of innovation, as "an 

1 
idea, practice, or object perceived as new by the individual" , is 

unsatisfactory as it does not fully identify crucial elements of the 

concept. Important and relevant dimensions are suggested when 

innovation is "regarded as: 

a concept (about military organization, curriculum 
construction, marketing practices, agricultural methods), 
an attitude (about communal or racial harmony, women's 
voting rights), a tool with accompanying skills (16mm 
projector, an insecticide spray machine), or two or more 
of these together, introduced to an individual, group, 
institution or culture that had not functionally 
incorporated it before2 • 

Inherent complex! ty and consequent difficulties in human inter­
'" 

action are suggested when innovation is defined as: 

the acceptance over time, of some specific item - an 
idea or practice, by individuals, groups or other 
adoption units, linked to specific channels of communic"a"tion, 
to a social structure, and to a given system of values or 
culture 3 • 

For the purposes of this study the latter definition is preferred 

because not only does it take into account the important dimension of 



2. 

time, but it also indicates the far reaching complexities of change, 

particularly the significant modifications that have to be made to 

personal and group values. 

The growth and widening scope of physical activity within British 

society and the Royal Navy has been accompanied by changes of 

terminology and definition. With the initial introduction of planned 

physical activity into the navy in 1888, the term 'gymnastic 

instruction' was used to indicate physical exercises with and without 

apparatus. When the Swedish system of exercises was adopted in 1903 

the term 'physical training' was used, although this incorporated 

other actiVities such as fencing, bOxing and swimming. From 1919 to 

1949, 'physical and recreational training' denoted the official system 

of physical training implemented in naval training establishments and 

the wide range of recreational activities. From 1947 to the early 

1970's, . 'physical training' was accepted in the Royal Navy as embracing 

all forms of physical and recreational activity. Currently naval 

physical activity is administered under the headings of p~ysical 

training, sport, and recreation, but these categories within the navy 

lack adequate definition. 

For the purposes of this study, physical training in the Royal 

Navy is the official system of physical exercises and activities 

implemented in basic naval training establishments to secure physical 

fitness, discipline, and morale. Sport is regarded as institutional-

ized forms of competitive and skilled physical games engaged in with 

degrees of training, practice and commitment within clearly defined 

sets of formal rules and conventions. This definition is very close to 

4 
that offered by Collins which stresses that the reasons for particip-

ation and the resultant O'.ltcomes conceptually separate sport and 

recreation in terms of attitu~, organization and function. Recreation 



is therefore understood to be: 

activity engaged in during leisure time and primarily 
motivated by the satisfaction derived from itS. 

The diverse nature, incomplete philosophy and fragmented pursuit 

3. 

of adventure training within the navy has led the writer to exclude it 

as a major concern of this study. While this omission is regrettable, 

reference to naval adventure training is made from time to time and is 

best described as expeditions and a wide range of skilful activities, 

such as canoeing, skiing, gliding, mountaineering, that promote 

enjoyment of the countryside and a mastery of the environment. 

In the context of these definitions and elaborations, the research 

for this study is presented. 

The Royal Navy has an exclusive terminology and makes great use of 

abbreviations. To maintain clarity for the non-naval reader, these 

abbreviations have been kept to a minimum. In add! tion to RNPTB, 

shortened titles such as 'The Branch', or 'The Physical Training Branch' 

may be used from time to time when referring to the Royal Naval 

Physical Training Branch. A glossary of abbreviations can be found in 

the prefatory pages of the study, and their full meanings are also 

clearly indicated when first introduced in the text. 

References for primary source data are delineated as follows: 

ADM Admiralty files 

WO War Office files 

AIR Air Ministry files 

Documents consulted at the Public Record Office are prefixed PRO, 

e.g. PRO/ADM/l/6l08. 

Administrative files consulted at the Directorate of Naval Physical 

Training and Sport are prefixed DNPTS, e.g. DNPTS/l6/64/lB. 

Administrative files researched at H.M.S. Temeraire Royal Naval 
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School of Physical Training are prefixed TEM, e.g. TEM/770/l/2. 

The study is organized in eight chapters. Chapter One is the 

introduction which briefly outlines the scope and nature of the study. 

Chapter Two reviews the literature of innovation and identifies the 

study's data sources. In Chapter Three, necessary background detail 

and a working knowledge of the RNPTB is provided by an analysis of its 

formal doctrine. Chapter Four expounds the study's conceptual 

framework. In Chapters Five and Six, previous and recent innovative 

activities of the RNPTB are examined. Chapter Seven surveys the issues 

and outcomes of the selected innovations. In Chapter Eight, the 

findings of the study are discussed and conclusions drawn. The 

implications for the RNPTB are raised, and recommendations for future 

policy made. 
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Chapter Two 

A Review of the Innovation 

Literature and Data Sources 

6. 

The aim of this review is to travel a coherent path through the 

voluminous and diverse documentation of ir~ovation research to identify 

certain terms, concepts, and issues which are significant and relevant 

to this study. The path is not a straight one, neither is it narrow. 

A brief overview of innovation research is presented prior to selected 

innovative activities being examined in organizations, curriculum 

studies, physical education, and the armed services. The review is not 

a mere catalogue of innovations, but is concerned with forces and 

processes that may shed light on the innovative practices of the RNPTB. 

In the las t section of the chapter the study's data sources are 

identified. 

1. A Categorization of the Innovation Literature 

(a) An Overview 

A major influence on early innovation research was the anthropolog-

ical debate which centred on whether new ideas and practices diffused 

from one original source or from parallel inventions. Later innovation 

1 studies in anthropology, such as Sharp's analysis of the introduction 

of the steel axe to a tribe of Australian aborigines, emphasized the 

social consequences of innovation. More recently attention has turned 

to technical assistance programmes for developing nations which have 

frequently shown that little or no allowance has been made for differing 

2 
cultural values. The failure of structured large scale and well funded 

aid programmes suggests that the methods by which innovations are 

implemented can be critically important in determining whether or not 

they are adopted. 
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3 Guba has stressed that even small scale change requires a well 

devised strategy that can be easily and effectively put into action. 

Even the most attractive innovation packages and materials have little 

or no effect unless they diffused to the level of the user. To aid 

diffusion he recommends a combination of practical techniques which 

include telling, showing, helping, training, and perhaps the most 

controversial technique that of intervention. 

4 Rogers and Shoemaker's classification of conceptually distinct 

innovation attributes suggests that certain charac~eristics may make 

some proposed changes more attractive and acceptable than others. The 

suggested characteristics include: 

a. Relative Advantage - the degree to which an innovation is perceived 

as being better than the one it supersedes. 

b. Compa tibi 11 ty 

c. Complexity 

d. Trialability 

e • Observabi li ty 

- the degree to which an innovation is perceived 

as consistent with existing values, needs and 

past experiences. 

- the degree to which an innovation is perceived 

as relatively difficult to understand and use. 

- the degree to which an innovation may be 

experimented with on a limited basis. 

- the degree to which the results of an 

innovation are visible to others. 

The effectiveness of natural and contrived boundaries as barriers 

to innovation was also demonstrated in the SOCiological research of the 

1920's and 1930's. Much of this research was inspired by the earlier 

5 work of the French sociologist, Tarde , who was among the first tQ 

suggest the S shaped distribution of innovation, whereby a small but 

significant adoption is followed by a lag phase and then a rapid 

increase which slows to a much reduced adoption rate as the remaining 

and often reluctant few innovate. To indicate levels of innovativeness, 
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that is, the degree to which an individual or group is relatively 

earlier than others, has led to the formulation of such categories as 

i~~ovators, early adopters, early majority, late majori~', and laggards. 

More recent barriers to innovation processes were identified by 
6 . 

researchers conducting on site Observations in American schools 

introducing differentiated staffing which included narrower teaching 

roles and variations in responsibilities. The most obstructive 

barriers to change included an unrealistic time perspective, the 

absence of monitoring procedures, the inability to alter plans to cope 

with ariSing contingencies, and the fallacious assumption that state-

ments of new objectives, changing titles, rewritten job descriptions, 

and altered organizational arrangements would automatically translate 

into new and appropriate behaviour. 

A valuable contribution to innovation research has been made by 

7 Rogers and Shoemaker's review of some 1500 innovative projects in 

rural and medical sociology, anthropology, education, communications, 

and marketing studies. The primary purpose of the review was to distil 

the results of known innovation research and suggest areas for further 

investigation. One of the many innovations examined was the classic 

8 . 
study by Ryan and Gross on the adoption of the hybrid corn seed by 

farming communities in Iowa, U.S.A. In comparison to the open 

pollinated seed the hybrid variety gave a 20\ increase in yield, and 

its diffusion was aided by official agencies and competitive commercial 

interests. Social characteristics such as age, status, and cosmopOlitan 

outlook of both the earliest and latest adopters were determined., Most 

early adopters heard about the hybrid seeds from salesmen, but for the 

majority the most influential persuasion agents were neighbours and 

other farmers in the community. The study concluded that even when an. 

innovation has spectacular results the innovation-decision process 
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involves considerable deliberation. 

A useful f~ature of Rogers and Shoemaker's review is a synthesis 

of generalizations which are claimed to be unaffected by cultural 

influences. These generalizations and the previously noted failure of 

many technical aid programmes serve to illustrate the gap that exists 

between innovation theory and practice. One reason for this disparity 

is the lack of any general innovation theory sufficiently viable to 

permit universal application. 

An attempt to meet this deficiency has been made by Bhola's9 

Configurational Theory of Innovation Diffusion in which significant 

variables of change are incorporated into the functional equation: 

D ... f (CLER) 

where Diffusion D is a function of: 

Configurational Relationships C 

Linkage L 

Environment 

Resources 

E 

R 

Configurations are the relationships between innovators and adopters. 

Linkage is the communication between innovators and adopters. 

Environment is the physical, social and intellectual system in which 

configurations are located. 

Resources are the material and psychological capacities of innovators 

and adopters to cause and absorb innovations. 

Wi thin this formulation the major shortcoming is that the variables 

of change can not be allocated absolute or finite values. This 

drawback seriously inhibits the theory's predictive power and its 

application to innovations in the real world. 

Similarly, at the conceptual level, Hemphill'slO General Theory 

of Innovativeness based on a systems approach is useful but limited. 
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Within the theory the mechanisms of change are dynamically conveyed 

when the innovating unit is conceptualized as a system in continuous 

interaction with an environment. Adjustments to performance are 

regulated by feedback from the system's output. Some of these 

concepts, particularly that of feedback, have been incorporated into 

this writer's adoption model of naval physical training, sport and 

recreation in Chapter Four, see Figure 5, but several assumptions 

within Hemphill's theory weaken its practical application. Firstly, 

it is assumed that all behavioural systems are open, but a major. 

conceptual and practical difficulty is determining the degree of 

openness. The second assumption is that a continuous flow of input 

and output places the system in a steady state or equilibrium. At' 

11 best equilibrium is an obscure concept and many systems operate with 

input and output greatly imbalanced. Thirdly, although a general 

systems approach may provide a framework its application detracts from 

the essentially behavioural aspects of innovation. 

12 
Leithwood and Russell sugges~ that many present theories of 

innovation are too simplistic to be of any real value, and any future 

theory must have the capacity to accommodate complex interaction. The 

way to such a theory is through actual involvement in innovations as 

13 they occur. A different view is taken by Downs and Mohr who account 

for the empirical instability and theoretical confusion by rejecting' 

. that just one theory of innovation exists. Instead they suggest that 

different innovations can be best explained by correspondingly distinct 

theories. 
14 

More recently, Brewer has scanned the literature and 

concurred that no single theory is satisfactory, but concludes that the 

theoretical perspectives of innovation are disparate, piecemeal and in 

disarray. 
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Another major research area is the planned change tradition 

which seeks to legitimize large scale social change through the 

influence and participation of social scientists and planners. The 

underlying rationale of this movement is that man's destiny lies in 

his hands, and the origin, distribution, and utilization of knowledge 

lS can not be left to chance • Unlike innovation research, which casts 

those involved in innovative activities into separate roles of 

dispensers and receivers, the planned change movement regards everyone 

as equal and consenting partners to change. This distinct orientation 

is succinctly expressed by: 

Planned change in all the different sectors of our social 
and economic life must be accepted because it seeks to 
maximize the social returns of our systems ••• innovators 
and change agents should be enabled to work for innovation 
diffusion as long as they are competent, are using their 
social skills for the common good, have been assigned to 
their roles by the peoples themselves through known 
democratic procedures and can be removed from those 
positions again, through established processes: and as 
long as individuals, or groups, have the freedom not to 
consume thg innOVation or change offered and made 
avai1ab1e1 • 

In spite of these differing ideological stances the distinctions 

between innovation research and planned change are blurred, and issues 

and strategies of the two traditions often merge and sustain each other. 

In summary, innovation research is voluminous, diverse and 

confused. Recent work has emphasized individual relationships, group 

decisions, communication processes and the role of opinion leaders. 

A major weakness characterizing much of this research has been the 

assumption that innovation is a well defined entity, and little 

attention has been paid to the origins and consequences of change17 • 

18 -
Commenting on known innovation research, Leithw.ood -and Russell . 

tartly observe th~t focus on the individual has obscured the system, 

just as the system's approach has overemphasized the organization. 
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(b) Innovation and Organizations 

19 
Thompson's identification of factors which promote innovation 

within modern bureaucratic organizations provides a relevant and 

convenient starting point as many of the innovating features be 

highlights are not present in the RNPTB. The foremost requirement of 

an innovative organization in Thompson's terms is its 'structural 

looseness' which is characterized by less emphasis on narrow non-

overlapping of duties and responsibilities, where job descriptions are 

drafted in professional terms rather than specific duties, where 

communication is free and legitimate in all directions, and assignments 

and resource decisions are more decentralized than customa--y. 

Operating as it does as a formal bureaucracy the RNPTB is the 

antithesis of structural looseness and therefore does not appear to be 

a highly innovative organization. 

Another useful perspective with which to view the RNPTB is 

20 provided by Burns and Stalker's concept of organic and mechanistic 

management styles in which they indicate the organic model as more 

suitable for change and therefore most conducive to innovation. The 

characteristics of these two managerial forms are presented in Table 1. 

The mechanistic/organic concept implies that many organizations 

do in fact oscillate in terms of management style to accommodate 

21 change, and Thompson agrees that the empirical evidence which 

suggests that different operating structures are optimal for different 

problems is compelling. Most pertinent to the innovations investigated 

in this study is the apparent persistent mechanistic mode of the RNPTB. 

The literature indicates that innovation research has explored 

many variables characterizing the innovative organization but often the 

results are non-comparable and occasionally contradictory. This 
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Table 1 
22 

Characteristics of Mechanistic and Organic Management Styles 

Mechanistic 

1. Tasks defined in highly 

specialized abstract units. 

Organic 

1. Task units clearly related to 

organizational goals. 

2. Tasks remain rigidly defined. 2. Adjustment and continual redefin­

ition of tasks by interaction. 

3. Precise definition of 

responsibility attached to 

individual's functional role. 

4. Strict hierarchy of control 

and authority. 

S. Formal leader assumed to be 

omniscient in all matters. 

3. Broader acceptance of responsib­

ility and commitment to 

organization. 

4. Presumed community of interest 

and less hierarchy of control. 

5. Formal leader not assumed to be 

omniscient in all matters. 

6. Communication mainly vertical 6. Communication lateral between 

between superiors and 

subordinates. 

different ranks and resembles 

consultation rather than command. 

7. Communication content contains 7. 

instructions and decisions 

issued by superiors. 

Communication content contains 

information and advice. 

8. Loyalty and obedience to 

organization and superiors 

highly valued. 

9. Importance and prestige 

attached to identification 

with organization itself. 

8. Commitment to tasks and progress 

and expansion highly valued. 

9. Importance and prestige attached 

to affiliations and expertise in 

larger environment. 

incongruence can be partly accounted for by ~~e polarized stances taken 

by those who explain innovation in terms of differing organizational 

structures and those who explain innovative behaviour in terms of 

pe~sonality characteristics. Of this dichotomy, Becker and Whisler 

remark: 
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Not only must these two positions be reconciled but 
relationships established between all the input variables 
and between the input variables and the first step of the 
process, the stimulus •••• An adequate theory of organizat­
ional innovation, as we see it, awaits a careful statement 
of both environmental and internal inputs and explicit 
analysis of the interrelationship of these two classes of 
inputs23 • 

Following the structural as opposed to the individual tradition, 

24 Aiken and Bage's study of 16 American health and welfare organizations 

found that the diversity of occupational speclalisms, the intensity of 

formal and informal communication, and the decentralization of decision 

making were all highly related to innovation. The great diversity of 

specialist knowledge and skills led to a pooling and cross-fertilization 

of ideas which encouraged new processes, techniques and procedures. 

Ideas are maximized if there are open channels of communication in all 

directions and particularly between people and different perspectives, 

skills and:· training. Informal interaction is particularly vi tal to 

25 innovation and Blau and Scott have noted the neglect of this form of 

communication. 
26 One such study filling this void was concerned with 

the innovation of a continuous casting process in the steel industry. 

The most important finding was the existence of an exceptionally strong 

informal interaction marked by the significant role played by personal 

friendships especially in the innovation information seeking stage. 

27 
According to Aiken and Bage the most salient factor contribUting 

to organizational i~,ovativeness lies in the mechanisms available to 

introduce new ideas, and the way such ideas can be synthesized. 

28 
Thompson has suggested that 'technical generalists' within an 

organization facilitate the exchange of new ideas particularly if they 

keep abreast of developments in their respective fields. Within an 

organization it is equally important that the internal mechanisms permit 

the upward flow of communication. 
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The quantity and quality of this upward £low are particularly 

relevant to this study as these aspects of the RNPTB's communications, 

as they affect innovations in naval physical training, sport and 

recreation, are subsequently examined. The fate of formal proposals 

submitted by specialists to management was investigated in Evan and 

29 
Black's study of innovations in business organizations. proposals 

are more likely to be successful in organizations holding highly 

competitive positions who exhibit pronounced levels of rule formalization 

and perception of needs, and where a highly professional staff frequently 

communicate good quality proposals to a relatively low professionalized 

management, who because of this low professionalization are disposed to 

rely on the high quality specialists. 

30 Elsewhere Evan has stated that both high and low level 

organization members initiate innovations depending upon the type of 

innovation proposed. He suggests administrative innovations are 

initiated near the top and trickle down as opposed to technological 

innovations which start near the bottom and work up. The concept of two 

31 communication flows has been extended by Daft who sees the initiation 

of some innovations arising from the convergence of communication from 

high and low levels within an organization. Be pr.oposes a dual-core 

model of innovation in which high level communication travelling down, 

perhaps in the form of newly established organizational objectives, 

meets and synthesizes with ideas and proposals from below to initiate 

new procedures. 

32 
Shepard argues that many organizations have been designed to be 

innovation resisting. This is particularly so where personnel have been 

trained to carry out narrowly prescribed tasks repetitively and 

reliably. Be further suggests that organizations who innovate easily 

and frequently are characterized by periodiCity, that is, a number of 
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kinds of organizational forms to suit the particular phase of innovation. 

For instance, during the idea generation phase the organization requires 

a quality of openness so that alternatives can be explored; but dUring 

implementation quite different qualities are necessary such as single-

ness of purpose, discipline, and the demarcation of internal 

communication boundaries. Some organizations have natural or seasonal 

periodicities, but where none exist opportunities for evaluation and 

planning should be created. 

. 33 
The concept of periodicity underlies Zaltman's et a.1.. theory of 

organizational innovativeness where the major characteristics influencing 

the innovation process are delineated as complexity, formalization, and 

centralization of authority and decision making. Included'between the 

initiation and implementation stages of the innovation process are two 

mediating factors of interpersonal relation and the ability to resolVe 

conflict. The varying organizational forms within the concept of 

periodicity are explicit in: 

the desirable degree of organizational complexity, 
formalization, and centralization that facilitates 
initiation is opposite those desirable in magnitude 
and direction to be operative during the implement~tion 
stage34 •. 

but the desired organizational variations during the major stages of 

innovation are demonstrated more succinctly in Table 2 below. 

Table 2 

Structural Variables and Mediatina Factors Affecting the 
35 Ini tiation and Implementation of Innovations 

Ini tation Stage 

Higher complexity 

Lower formalization 

Lower centralization 

Mediators 

High capability for effect­

ive inter-personal relations 

High capability for dealing 

with conflict 

Implementation Stage 

Lower complexity 

Higher formalization 

Higher centralization 
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Attempts have been made to blend the organ~zational structure and 

individual personality Iesearch approaches. 36 Utterback , for example, 

investigated environmental factors and traced idea sources of selected 

industrial innovations. Be established that up to 80% of the adopted 

innovations were due to market demands and needs, and the remainder 

originated in response to new scientific and technological advances. 

Most ideas came from outside the organisations because the majority of 

them did not have sufficient resources for research. Xnformal and oral 

sources provided the majority of key communications, and a crucial role· 

37 was played by an outside expert. Mohr found the most powerful 

predictor of innovation was organizational size, and after the solution 

of immediate problems the quest for prestige rather than efficiency or 

profit motivated most changes. 

38 
Baldridge and Burham observed that the adoption of innovation 

was most strongly influenced by organizational personnel with power, 

communication linkages and the ability to impose sanctions. This 

39 
conclusion is compa~le with Bage and Dewar's evidence that those 

who allocate organizational resources also significantly influence 

innovativeness. 
40 The Project SAPPHD Study of two science based 

industries concluded that differences between successful and unsuccess-

ful innovations can not be explained by superiority of anyone aspect. 

41 
Successful innovating organizations were found to have : 

a. much better understanding of user needs. 

b. paid much more attention to marketing. 

c. performed their development work more efficiently but not 

necessarily more quickly. 

d. made more effective use of outside technology and scientific 

advice. 
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e. personnel with greater seniority, authority and responsibility 

than their unsuccessful counterparts. 

In summary, the litera ture sugges ts organizational innovation is 

influenced by the characteristics of personnel, organizational factors, 

and the context in which the innovation takes place. There is little 

evidence to suggest which variables are more important, or what 

determines the relative importance of each class of variables, or 

whether the relative importance depends on the type of innovation. 

While all the variables associated with personnel, organizational 

factors and situational context playa role in the innovative process 

42 
there is little evidence to establish primacy • 

A final and sobering note is added by: 

Because of the magnitude of some changes in organizations, 
we are inclined to look for comparably dramatic 
explanations for change, but the search for drama may often 
be a mistake. Most change in organizations results neither 
from extraordinary organizational processes or forces, nor 
from uncommon imagination, persistence or skill, but from 
relatively stable, routine processes that relate 
organizations to their environments43 • 

(c) Innovation and Curriculum Studies 

In the broad strategy of educational curriculum studies, several 

typologies have provided useful frameworks in which to consider the 

innovation process. 

models of diffusion. 

44 Prominent in this category are Schon's three 

Firstly he distinguishes a centre-periphery 

model in which the innovation is disseminated outwards from a central 

controlling agency to peripheral innovating units. An extension of 

the first perspective is the proliferation of centres model which 

delinea tes additional centres where: 

secondary centres engage in the diffusion of innovations, 
pr:i.mary centres support and manage secondary centres 
the limits to the reach and effectiveness of the new systems 



depend now on the primary centre's ability to generate 
support and manage the new centres45 • 

~. 

Thirdly, a shifting centres model that parallels such interrelated 

contemporary social movements as civil rights and community action, 

posits that as movements evolve so centres appear, thrive, decline and 

are replaced because effective information control is not attainable 

within such loosely structured innovations. 

46 MacDonald and Walker are of the opinion that Schon's models have 

47 
been most persuasive in curriculum theory, and Rudduck and Kelly have 

identified the centre-periphery model in countries having a highly 

centralized educational system such as France, Denmark and Ireland; 

48 
but Whitehead argues their limited educational application in the 

united Kingdom. He maintains that it would be inappropriate to apply 

the centre-periphery model to British ,curriculum projects because the 

permanency and power lie not in the projects themselves but in the 

decision making of schools and Local Education Authorities. Similarly, 

the proliferation of centres model can not be applied to curriculum 

project teams or teachers centres, as the former are of a temporary 

nature and the latter are responsible to their employing authority. 

However, while the proliferation of centres model may be inappropriate 

to educational situatruons,it has compelling applications to the RNPTB 

if the Directorate of Naval Physical Training and Sport (DNPTS) is seen 

as the primary agency and the Royal Naval School of Physical Training 

and other physical training units dispersed in ships and naval 

establishments are regarded as the secondary agencies engaged in the 

dissemination of innovations in naval physical training, sport and 

recreation. 

49 
Focussing mainly on educational change, Chin and Benne have 

developed three types or categories of strategies. Empirical-rational 
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strategies assume the self-interest and rationality of~an leads to the 

adoption of change if the change can be rationally justified. 

Normative-re-educative strategies are based on changing attitudes, 

values, and skills, as opposed to power-coercive strategies that depend 

upon the impositions of political, legal, administrative and economic 

power. 50 Bolam has supplied examples of how in practice various 

51 combinations of these strategies have been applied, and Hoyle 

maintains that many innovations in schools might have been more 

effective if head teachers had employed less power-coercive procedures. 

To explain how knowledge diffuses through social systems, 

52 Havelock formulated four models. Within his social-interaction model 

the diffusion of an innovation is dependent upon the communication of 

information through personal contact. In the research-development-

diffusion model, change is seen as a sequence of activities beginning 

with problem investigation and research, and followed by solution 

design and development, and planned dissemination to the user. In the 

problem-solving model the unit requiring change identifies its needs 

and draws on known solutions using its own 'or external resources and 

expertise. Havelock has synthesized these three perspectives into a 

linkage model which emphasizes the necessity for support agencies to 

anticipate, monitor and fulfil the needs of user units. 

At this sta'ge of the study the model which most succinctly 

conceptualizes the innovation strategies of the RNPTB can not be 

identified. 

An important research thrust has investigated innovation and the 

school as an organization. 53 
Willower identified various forms of 

resistance to innovation in educational organizations but found younger 

teachers more liberal and permissive to change. From the older teachers 
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resistance came in the form of a fear of status loss, lack of ability 

to cope, and a widely expressed opinion that benefits from innovations 

are frequently disproportionately accrued. Willower concluded that a 

critical prerequisite of change was the promotion of a supportive 

54 
organizational climate, a point endorsed by Hoyle who recommended 

that neutral change agents should smooth the path to successful 

innovation. 

55 The study by Gross et aZ of the attempts to radically redefine 

the teachers' role is one of the few accounts of innovation failure. 

Referred to as the catalytic role model the redefined approach required 

teachers to promote learning according to their students' interests 

rather than using traditional methods of imparting knowledge. Failure 

.was attributed to the teachers' indistinct idea of the innovation, and 

the lack of skills.and knowledge. Contributory factors to failure 

stemmed from the administration's inadequate provision of resources, 

and its inability to recognize and cope effectively with the teachers' 

difficul ties and uncertainties. An important and crucial point 

56 
identified by Gross et a2 was the resistance that developed during 

the innovation by those teachers who were initially in favour of the 

57 change, but Klein has indicated that such opposition to change is 

desirable as it is often the mechanism most likely to preserve the 

integrity of a social system. 

58 In a statistically sophisticated study, Corwin investigated 33 

variables associated with the innovativeness of selected schools. He 

concluded that the following factors appeared to play a significant 

role in innovation generation: 

a. a well-educated, experienced, and predominantly male staff active 

in professional organizations. 
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b. moxal suppoxt for change from the local canununi.ty and actiYe 

partnership between the school and the community. 

c. resources for change from outside the school and possibly from 

outside of the community as well. 

d. a school that is large enough to provide the necessary manpower, 

freedom and perhaps pressures for change. 

e. a community that is large enough to offer a variety of sources of 

pressure and support for change. 

The influence of these factors varied from low income, problem 

schools and 'middle class' schools, but commenting on Corwin's findings 

60 Harding et:a.'L conclude that they contain high levels of generalization 

and uncertainty. 

Recognizing the complex, multidimensional process of organizational 

61 innovation, Clarke proposed a combined-process model to analyse the 

institutionalization of change in higher education. Elsewhere in 115 

62 American colleges and universities, Ross investigated the organizat-

ional conditions associated with the institutionalization of new 

academic programmes. He observed that some types of innovations seem to 

occur almost automatically given sufficient resources, but certain 

disciplines such as urban studies, women studies, and ethnic studies 

were academically disreputable because of their political implications. 

Instituting courses of study in these areas was in itself a political 

process and the activities of pressure groups were important. Another 

significant factor contributing to successful innovation was an 

authority structure that facilitated administrative leadership while 

being sufficiently decentralized in key areas to maintain staff security 

and morale. 
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63 Shaw established sLmilar findings when a British college of 

education with a high reputation in the preparation of secondary school 

teachers adopted a primary training orientation. He identified a period 

of manoeuvring when groups of clearly defined protagonists and resisters 

were involved in intensive tactical lobbying and rearguard actions. He 

concluded: 

the key task for the introduction of curriculum innovations 
seems to be the management of working accommodations among 
the internal belief and priority systems whilst promoting 
the enterprise's adaptation to the requirements of a 
changing environment ••• the task lies in areas of tension 
management and strategic policy, not in areas of 
operations64 • 

A concern of this study is to examine the origins of selected 

innovations in naval physical training, sport and recreation, but the 

generating forces and pressures leading to change have received scant 

attention in educational curriculum studies. To explain the changes 

and developments that have established the curriculum as a major area 

6S 
of education study, OWen adopted a historical approach, and the 

germination and growth of curriculum projects in Britain in the late 

66 67 
1960's have been described by Banks • Rogers and Shoemaker have 

differentiated between selective, directed, and immanent change to 

categorize the internal and external influences that create changes 

within social systems. A deterministic explanation of change stresses 

the role of societal forces and maintains that innovation occurs when 

the conditions are 'right', as opposed to the 'heroic' theory which 

68 
emphasizes the contribution of individuals to change • In practice 

these explanations are not mutually exclusive and really se1"e as 

points of emphasis. 

69 In suggesting that curriculum change is continuous, Lawton has 

grouped the social forces affecting this process under the three 

general headings of economic and technological changes, ideological 
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changes, and secular and rational pressures. For example, in an 

industrialized and urbanized country such as Britain, a major economic 

and technological influence lies in the need to provide a skilled work-

force and education for leisure in a rapidly changing society. 

A significant ideological influence is the emphasis on equality of 

opportunity, and instead of religious instruction in schools there is now 

sufficient pressure and argument to support the introduction of moral 

education. 

By far the most adequate examination of the origins of societal 

70 forces in curriculum innovation has been Waring's study of the Nuffield 

Foundation Science Teaching Project where the complex dynamics of change 

are succinctly expressed by: 

Pressure for curriculum change at any given time may be rooted 
in one or several areas as, for example, ideology, politics, 
economics, or professional knowledge and theory. Whatever the 
roots, such pressures generate expressions of growing concern 
that the curriculum, or parts of it, is no longer serving its 
purpose, however that is viewed. Dissatisfaction is expressed 
more and more widely and diagnosis and prescription offered 
at first by isolated individuals. This situation may obtain 
for many years, after which the need may disappear before the 
weight of new and different pressures. Alternatively, there 
may be an apparent crystallization of attitudes and ideas ••• 7l 

Diagnosis and prescription have not been lacking in the curriculum 

reform movement of the last two decades, but there has been only a slow 
~ 

realization of the complexity and difficulty of achieving even modest 

72 
changes. In this vein MacDonald and Walker have argued that the 

contribution to educational change by many major curriculum projects has 

been emphasized at the expense of less ostentatious developments. More 

73 
recently Whitehead's nnalysis, which took into account research on the 

74 familiarity of headteachers with new curriculum projects and the 

75 
Schools' Council self-assessment , concluded that the majority of 

projects were either failures or only marginally successful. whitehead76 
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identified the main underlying reasons for failure as the laissez-faire 

development of resources in terms of time, money and personnel, and the 

over reliance on diffusion strategy rather than the organized methodical 

strategies of dissemination. 

77 
In part Whitehead's criticisms are supported by Lawton who 

contends that the Schools' Council has persistently failed to develop 

adequate techniques to facilitate the implementation and successful 

adoption of innovations. However harsh and valid these criticisms may 

be, they are countered by the dangers of excessive planning and 

78 intervention highlighted by Wise , who opines that many educational 

innovations fail because changes are hyperrationalized. In large part, 

failure can be attributed to excessive prescription especially on 

expected outcomes, and to procedural complexity resulting from new 

procedures being simply added to existing ones. 

Consideration of major curriculum projects such as the Humanities 

Curriculum Project (HCP), and the History, Geography and Social Science 

Project (HGSS), and similar large scale innovations are outside the 

scope of this review and have been extensively examined amongst others 

79 80 81 82 83 by Biddle , Cooper , Reid and Walker , Rudduck , and Waring • 

However certain lessons learnt from these innovations have relevance 

for the RNPTB. 

. 84 
Referring to actual examples, Bumble demonstrated how the Schools' 

Council, the materials publisher, and the Local Education Authorities 

involved as change agents in the HCP wavered between inconsistent 

policies and were reluctant to accept responsibility for the implications 

of their work in the project. Similar dissonance was established between 

85 federal, district, and school agencies in the Rand Corporation survey 
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of innovative activities in American elementary and secondary schools. 

The Rand researchers recommended mutual adaptation of innovations to 

local needs as the key to effective implementation. 

The concept of mutual adaptation raises the most complex and 

important problem of the gap that exists between the ideals of the 

innovation initiators and the interpreted practices of the users. The 

negotiation model proposed by MacDonald and walker86 maintains that 

this gap between intent and practice is not primarily caused by 

innovation misuse or miscommunication, but rather by the consequent 

'trade-offs' or compromises that are agreed to by the involved parties. 

Two basic criticisms can be levelled at the negotiation model. 

Firstly, it assumes that teachers are the recipients of curriculum 

innovation rather than the students; and secondly, the model makes no 

provision to accommodate the motivations and interpretations of the 

teachers. 87 To overcome these difficulties, Pitman has suggested an 

extended-negotiation curriculum model. 

A further point raised by the fidelity or adaptation issue is the 

question of teacher-proof innovations. 
88 

Fullan argues that the almost 

continuous involvement, choice, and commitment on the part of both 

teachers and students renders many standardized or programmed 

innovations inappropriate to ~~e educational context. However, in the 

context of naval physical training, where many RNPTB personnel 

frequently have to operate without supervision in ships or small 

establishments, the concept of instructor-proof innovations is attract-

ive and relevant. A compromise or workable solution between undistorted 

89 and adopted innovation might be found in Leithwood's proposal for a 

nine dimensional innovation profile. To promote innovation clarity and 

facilitate understanding and gradual adoption he has suggested that the 
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dimensions of change should be: platform or image, objectives, student 

entry behaviours, assessment tools and procedures, instructional 

material, learner experiences, teaching strategies, content, and time 

allocations. 

90 Fullan and Pomfret have assessed numerous educational innovations 

in America and Canada and proposed strategies and tactics to promote 

successful implementation. Important strategies appear to be inservice 

training, resource support, and feedback, but the most powerful 

determinant of innovation was identified as participation in decision 

making. These strategies are aimed essentially at the teachers as the 

progress and success of an innovation depend very much on the goodwill 

91 and cooperation of those involved in the project • The development 

and maintenance of teacher liaison was what the Peterborough project 

team had in mind when they observed: . 

The generation of a climate of change must be considered the 
most critical component of change. It is also the most 
elusive component to describe, since it manifests itself in 
many ways. One tends to gain a cumulative impression of the 
change climate based on diverse incidents rather than a 
distinctive concept of high profile92 • 

Characteristically educational systems are fragmented and ideas 

travel relatively slowly to individual schools. House maintains that 

the prima.cy of personal contact is critical for innovation and states: 

direct personal contacts are the medium through which 
innova tions mus t flow. Innovation diffusion is directly 
proportional to the number, frequency, depth, and duration 

·of such contacts. Networks of personal contacts are not 
random. They are highly predictable and stable, strongly 
structured by the hierarchical nature of organizations and 
the nature of urbanization. The influence of these forces 
on innovation diffusion in education is profound93 • 

94 
Rudduck claims that success largely depends upon the extent to 

which teachers can participate and manipulate the processes of 

innovation to their own circumstances, but although Harding et at95 
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concede that unique patterns in a variety of forms have been perceived 

in curriculum development projects, they vigorously maintain that 

generalized explanations of innovation implementation are difficult to 

formulate. 

One other aspect of innovation and the curriculum requiring 

consideration is that of effective evaluation. The main problem has 

always been the search to find strategies, procedures and instruments 

for evaluation which are effective to assist curriculum development. 

Traditionally curriculum evaluation has been carried out in the 

96 following four ways 

a. Initial evaluation concerned with planning and development. 

b. Formative or continuous evaluation as the innovation progresses. 

c. Summative or terminal evaluation of the final effects of change. 

d. Longitudinal or long term evaluation. 

Using statistical procedures and experimental control the 

traditional empirical approach focussed mainly on the measurement of 

student achievement against predetermined Objectives and is embodied 

in the work of Tyler: 

The process of evaluation is essentially the process of 
determining to what extent the educational objectives are 
actually being realized by the programmes of curricula 
and instruction. However since educational objectives 
are essentially changes in human beings ••• the evaluation 
is a process for determining the degree to which these 
changes in behaviour are actuallY taking place97 • 

98 99 100 Kerr , Wheeler , and Walker have subscribed heavily to 

empirical techniques which assess changes related to stated objectives, 

101 but Sockett has argued that contemporary empirical assumptions of 

curriculum planning and evaluation are inadequate and has offered an 

alternative view of evaluation based on philosophical considerations. 

102 
Harlen has attempted to steer away from measurement of student 



29. 

achievement and proposed principles for formative valuation to gather 

information on the learning processes and the environment in which 

changes are intended to be produced. 

Smith and Frazerl03 contend that in the 1970's a rift developed 

between those supporting quantitative techniques and those supporting 

qualitative techniques of evaluation. The movement towards 

qualitative evaluation was a reaction of dissatisfaction against 

quantitative procedures founded on the limitations of the information 

these procedures elicited. Quantitative evaluation ,tends to ignore the 

unintended outcomes of innovation and appears sensitive only to the 

values of the evaluators. principles of evaluation procedure have now 

been proposed to include the perspectives of others involved in 

104 innovation activities , but quantitative evaluation provides only 

limited information on innovation success or failure and contributes 

105 little to formative decision making • The shortcomings of 

quantitative evaluation have also been expressed by Becker and Maclure: 

quanti tative evaluation is powerless to reconcile the 
untidiness of actuality with the precision of the research 
ideal ••• samples are never really representative, 
variables can never be held constant, and changes in 
behaviour ••• even if, as seldom happens, they can be 
accurately measured ••• do not adequately reflect the 
intellectual processes to which they are intended to 
equatel06 • 

This writer has reservations about Becker and Maclure's extreme 

view of analytic methods which attempt to assign the proportion of 

variance attributable to individual factors. Some quantitative 

techniques are not only compatible with, but necessary to qualitative 

107 
approaches. This view is supported by Lawton who argues that it is 

a mistake to think of quantitative and qualitative evaluation in terms 

of two distinct and divergent categories, as in practice considerable 

overlap exists. Essentially effective evaluation should describe: 
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not only the outcomes of a programme, but attempt to 
understand the transactions which take place both within 
the programme and between the programme and its audiences 
as a basis for improved decision making during its life l08 • 

To achieve an overall or comprehensive evaluation, Stake has 

109 argued for the use of techniques which provide a full description , 

110 and elsewhere he cites the case study approach as such a method of 

inquiry. Shawlll has reviewed the use of case studies in a 

justification of this technique in curriculum evaluation and has found 

112 support from Stenhouse who argues that the case study can be 

113 subjected to verification. Leinhardt has made a strong argument 

for observation as a tool for innovation evaluation, and using 

questionnaires, interviews and participant-observation, a formatiVe, 

flexible and illuminative evaluation strategy has been suggested by 

. 114 
Parlett and Hamilton • This evaluation strategy is examined and 

adopted in this study's conceptual framework contained in Chapter Four. 

Both quantitative and qualitative methodologies were used by 

Smith and FrazerllS in their evaluation of the High School Law Project 

in Australia. This dual approach is advocated by Hall and Loucks 

et atl16 to evaluate the levels of innovation use, and it was later 

117 refined in their evaluation model to determine whether or not change 

118 
is actually implemented. Leithwood and Montgomery have prescribed 

both descriptive and empirical procedures to evaluate implied and 

actual innovation practices, but in propounding a decision activity 

119 
evaluation model, Lutterodt has succinctly summarized the present 

state of innovation and the curriculum by stating that evaluation can 

not wait for sophisticated theory. 

(d) Innovation and Physical Education Curriculum Theory 

In a generic way, developments and change in physical education 

120 121 have been accounted for by McIntosh , Bilborough and Jones , and 
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122 
Whitehead and Hendry but only a few studies, such as those by 

123 124 Lockwood and Baymen , have approached physical education innovation 

as a concept and process. Using the models of change advocated by 

125 126 127 Schon , Havelock , and Bolam , both these latter two studies 

detected a wide range of change processes and support agents, but no 

single definitive pattern of innovation. 

In an attempt to relate a physical education curriculum theory to 

128 a general curriculum theory, Jewett designated a purpose-process 

model which endeavours to identify personal meaning and significance in 

physical activity. Within prescribed curricular considerations of 

fitness and performance, such dimensions as circulo-respiratory and 

mechanical efficiency, spatial orientation, and object manipulation can 

within limits be established and quantified. Examination of Jewett's 

model however demonstrates the major difficulty in establishing links 

and justifications between physical activity and self-actualization 

processes such as joy of movement, self knowledge, and challenge. 

The most glaring deficiencies in physical education curriculum 

theory lie in the area of self-actualization and the claims aligned to 

the automatic acquisition of aesthetic, moral and social qualities. 

This shortfall exists because curriculum theorists have paid little 

attention to physical education. 129 
An exception was Bobbitt who early 

in this century proposed that any theory of curriculum formulation 

should take into account education for physical efficiency and leisure, 

as well as ends and processes in education for citizenship and social 

intercommunication. He emphasized that the fundamental task of 

physical trair~ng was to develop vitality and so secure vocational, 

moral and civic efficiency. His attempts to achieve curriculum 

precepts were characterized by interminable lists of objectives not 

unlike some contemporary approaches to scientific management. 
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Attempts to make good the underdevelopment of physical education 

theory have centred on exploring the educative element o~ physical 

130 131 132 
education. James , Kerr , and Taylor have all placed physical 

education in the context of education. Physical educationists such as 

133 134 135 
Cameron and Pleasance , Pallett , and Randall have assumed the 

136 educational value of physical education, while Morison has asserted 

that, "the inclusion of physical education as part of the school 

curriculum needs no justification". 

137 Andrews has cogently argued the case in claiming that physical 

education may make a positive contribution to per,sonal fitness. He 

suggests there are grounds to substantiate a concept of total fitness 

which incorporates both mental and physical elements in keeping with 

138 Randall's et aZ notion of fitness for positive living. According 

to Andrews the curricular aims of physical education which appear 

tenable are139 : 

a. The promotion of cognitive development. 

b. The promotion of aesthetic education. 

c. The promotion of moral education. 

d. The promotion of social education. 

e. The promotion of education for leisure. 

f. The promotion of fitness for positive living. 

Many similar claims for physical education exist. Sharp 140 , for 

example, suggests that the aims and purposes of physical education are 

to extend and develop physical competence, develop social awareness 

and understanding, and conceptual knowledge. 141 
Hardman maintains 

that the common core of activities in the physical education curriculum, 

comprising of dance, gymnastics, games, swimming, and athletics, 

contributes not only to skills and organic development but also to 

attitudes, and psychological, aesthetic, social, and moral development. 
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These claims are supported by the findings of the Schools Council 

142 Inquiry into the aims and practices of physical education. The nine 

most mentioned objectives in the literature were ranked by teachers as 

indicated in Table 3 below: 

Table 3 
143 Objectives of the Physical Education Programme 

Rank for Men Rank for Women 

6 Emotional stability 3 

3 Self-realization 2 

1 Leisure-time pursuits 4 

7 Social competence 6 

5 Moral development 5 

4 Organic development 8 

2 Motor skills 1 

9 Aesthetic appreciation 9 

a Cognitive development 7 

The women teachers ranked highest motor skills, self-realization 

arid e~tr~hai de~elop~eht; arid allocated fhe l~est kanklngs to 

cognitive developm~nt, organic development, and aesthetic appreciation. 

The men teachers rated most highly leisure-time pursuits, motor skills, 

and self-realization, and gave the lowest ratings to cognitive 

development and aesthetic appreciation. Both groups ranked moral 

development in fifth position. There appears to be reasonable agreement 

144 
as to objective priority but Kane indicates there is evidence to 

suggest that women teachers are inclined to be more concerned with long 

term outcomes, such as self realization and emotional stability, rather 

than short term goals such as physical fitness. 

At the official level the claims and curricular aims for physical 

education are identified and presented as 'essential areas of experi-

ence' • 145 In the Curriculum 11-16 Supplementary Working Papers , Her 
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Majesty's Inspectorate state that outdoor pursuits and activities such 

as athletics, gymnastics, and games can con~ibute to the aesthetic, 

creative, scientific, social, ethical and political aspects of 

personal development. 146 Similar claims are made in the Munn Report 

which considered the structure of the curriculum in Scottish secondary 

schools. 

Both the Supplementary Working Papers and the Munn Report have 

serious deficiencies. The former rely on haphazard statements instead 

of presenting a case for each area of experience. Similarly, the case 

for justification is not argued in the Munn Report. The conservatism 

of these official pronouncements may reflect a response to the over-

stated case for physical education in the past. with this in mind, 

147 Gibbon has made a significant contribution with his identification 

of fundamentally moderate and realistic claims for physical education 

148 
inco~orating 

a. scope for expression and aesthetic pleasure. 

b. sheer enjoyment of play. 

c. display of skilled performance. 

d. development of skills and interests for leisure. 

e. physical well-being. 

149 A similar approach was followed by Groves who in restating 

guidelines for the physical education of the whole person has proposed 

a working model for the parallel development of skill, leisure and 

personal factors. Although at a theoretical level LawtonlsO. has 

described physical education as a low status subject, three hundred 

teachers ranked physical education only behind mathematics and English 

151 
in the primary school curriculum • Positive benefits in terms of 

coordination, physical development, and social training were identified; 

and many teachers regarded physical education as an essential change of 
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learning environment and a compensatory area for children who were 

academically weak. 

152 A timely summary at this juncture is provided by Renshaw who 

asserts that the crux of the education-physical education debate lies 

in the problems arising from the justifications and claims attached to 

the different types of activities. He questions how far physical 

activities can be considered as of educational value. He indicates 

that physical activities have a wide range of instrumental objectives 

but limited cognitive content, but argues that ±f they can be engaged 

in seriously and for intrinsic reasons, then they can be viewed as part 

of an educational process. 

A related issue to this debate are the dimensions of the 'hidden 

curriculum' which can be defined as: 

the unconscious but important transmission of, for example, 
attitudes and values as an indirect result of the 
application of the school curriculum. Such matters as the 
reinforcement of the social order, the distribution of 
power and the acceptance of public standards, may be an 
indirect result of the teaching/learning milieul53 • 

In the context of the hidden curriculum the inclusion of sport in 

154 the physical education programme has been questioned by Bailey , who 

doubts if morals can be inculcated by competitive participation and 

argues for a diminution in the importance of competing and winning. 

ASPinl5S supports this view, Wilcox
156 

argues that physical education 

with its emphasis on egalitarism, cooperation and improvement can not 

be reconciled with sport which emphasizes elitism, competition and 

157 
performanceJ and Copeland , in examining intended and unintended 

outcomes of team games in secondary education, established discrepancies 

between educational intentions and resultant pupil attitudes and 

behaviour. Bailey's argument rests heavily Upon the idea of games 

158 having winning as their main point Or raison d'etre, but both Thompson 
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159 and Dunlop argue that the point of something is not necessarily the 

reason for doing it, and games are played for many reasons. Wilcox's160 

solution to his perceived incompatibility between physical education and 

sport is based on separate training for physical educationists and sport 

coaches, but the establishment of separate and distinct appointments 

such as these could lead to confrontations of ideology rather than 

balanced interpretations of the potentially powerful influences of the 

hidden curriculum • 

. The major post-war innovations in physical education have been16l : 

a. developments in outdoor pursui ts. 

b. introduction of optional activities for senior secondary students. 

c. increased provision of major facilities and equipment. 

d. recognition of indoor space as an essential facility. 

e. provision of sports halls for secondary schools and dual use. 

f. expansion of national coaching schemes. 

g. changes from formal to informal teaching methods. 

The listing above is by no means exclusive and must be balanced by 

Whitehead and Hendry's observation that: 

liberation from government-directed syllabuses seems not to 
have resulted necessarily in radical changes ••• The reasons 
are not difficult to estimate, and the limitations that 
impose themselves on teachers who would wish to broaden or 
bring up-to-date their programmes of activities include lack 
of facilities, deficiencies in their teacher-training 
courses, lack of assistance from colleagues, insufficient 
help from 'inspectors' of physical education and insufficient 
'refresher' courses for older teachers162 • 

Although this observation was addressed to the general situation 

in primary schools, Whitehead and Hendry163 maintain that innovations 

in secondary physical education programmes are also not as prevalent as 

generally believed. Nevertheless the indication of innovatory trends 

serves to highlight the scope and content of contemporary physical 
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education programmes and raises several points relevant to this study's 

concern for naval physical training, sport and recreation. 

The physical education curriculum for the senior levels of 

participation in secondary and further education has a sequential 

relevance for the RNPTB, as it is from these sectors of education that 

the majority of new entrants to the Royal Navy are drawn. Most 

pertinent in secondary and further education is the innovatory trend of 

physical educationists towards recreative and coaching roles which 

received impetus from the Department of the Environment's White Paper 

Sport and Recreation which stated: 

Teachers of physical education can play a particularly 
valuable part ••• They have a dual role - to encourage young 
people generally to take part in physical education, and to 
develop standards of excellence among the more gifted. The 
Government wish to encourage them to play an increasing part 
in fostering plans for physical recreation in the community 
generally and, in particular, ••• in the planning of the 
provision of recreational facilities l64 • 

There is a growing social pressure for fitness, sport and 

recreation which is mirrored in the RNPTB by instructors increasingly 

taking up the functions of recreationi sts. rather than physical trainers. 

Aspects of this naval innovation are examined later in this study. 

While in the navy the question of compulsory physical activity 

after initial basic training remains a vexed question, the case for 

compulsory participation for students in further education has been 

made by Stanton who asserts: 

The mere facilitation of recreative activities in the hope 
that some interest will ensue and skill develop incident­
ally cannot be a significant part of the work of a physical 
education departmentl65 • 

Some of the difficulties in implementing innovations in further 

education physical education programmes have been vividly portrayed by 

166 
Casson • Among the constraints identified are increased workloads, 
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suspicion of motives, post-conceptual confusion brought about by 

unexpected outcomes, bureaucracy, and innovation backlash. The 

provision of optional activities for older students is just one 

innovation highly characterized by these difficulties and as such may 

167 be categorized as one of Palmer's 'conflict rousing issues'. While 

agreeing that optional activities are theoretically attractive, 

168 Palmer maintains that in practice they frequently have detrimental 

effects because options have led to students opting out. Reasons why 

this opting out occurs have been identified as prejudice against 

physical education, limited knowledge of a small range of activities, 

169 and interest only in one sport • A policy to facilitate teaching 

strategies and increased participation has been structured by 

170 Skins ley • 

a. Provide experience of new activities and develop known ones. 

b. Use facilities outside the school. 

c. Structure work to develop mixed group work and meeting new people. 

d. Promote the attitude that health and fitness are vital to 

participation of regular physical activity throughout life. 

e. Allow some element of choice. 

The wide diversity of unresolved problems and controversies 

illustrate the underdeveloped nature of physical education curriculum 

theory. Often the approach to innovation is erratic and irrational 

and evaluation is a neglected process. There is a tendency to adopt 

the latest innovation without completing or even contemplating an 

analysis of requirements or possible consequences. To aid such 

planning and evaluation, Luff
l7l 

has proposed a curriculum innovation 

decision model to: 



" what to change 
a. Identify 

"reasons for change 

b. Identify needs to be met. 

c. Collect and record data. 

d. Search the literature. 

e. Identify and analyse alternatives. 

f. Select suitable innovation. 

g. Make decision to adopt. 

h. Decide diffusion strategy. 

i. Make decision to implement. 

Alternative or complementary approaches to innovation planning 

and evaluation could be based on the formulation of objectives, 

39. 

172 173 behavioural goals, Stenhouse's planning by hypotheses, or Taylor's 

planning by issues or planning by transactions. There is now some 

degree of urgency. If physical education is to continue to make 

worthwhile contributions within the education system and other societal 

institutions then renewed and vigorous attempts have to be initiated to 

secure effective and rational planning and evaluation models 

appropriate to the levels of participation. 

(e) PhYSical Education Innovation and the Armed Services 

There is a dearth of information relating to physical education 

innovation and the armed services. The documentation that exists is 

confined to a few and often restricted official accounts, a limited 

number of papers chiefly containing proposals that can be regarded as 

examples of idea generation, some anecdotal descriptions of innovations 

in regimental or departmental journals, and official handbooks 

outlining and prescribing prinCiples of implementation. Following 

extensive searches, no work is known to this writer which has examined 

and evaluated physical education innovation in the armed services as a 
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concept and a process. In a modest way it is hoped that this study will 

partly fill that void. 

Of the accounts available the majority are related to aspects of 

physical fitness. At the official level a longitudinal account of the 

introduction and use of physical efficiency tests in the Army from 

1944 to 1960 is contained in PRO!W0/32/l2957. Important features of 

innovation modification are demonstrated as adjustments were made to 

meet revised categories of medical fitness, a~d secure great control 

and prescription to safeguard against overexertion and possible 

174 fatalities. Elsewhere , factors that sustained innovation persistence 

are highlighted when the Army Council met in 1949 to consider whether 

or not the Modern Pentathlon should continue as an army sport. As an 

institutionalized innovation within the British Army there had been 

increasing difficulty to provide horses and adequate riding practice 

for the event sufficient to meet the standards of international 

competition. It was decided to maintain the event because it was 

thought that the rigorous training called for high standards of courage, 

endurance, and self controlJbut also that its chief indirect value 

was as a prestige agent. Within the British Army the continued 

durability of the Modern Pentathlon is exemplified by the military 

175 . 
contribution to Britain's achievements in this event in the 1970's. 

By contrast the recent and important innovatory activities of the 

Armed Services' Schools of Physical Training in the Sports Council's 

176 Centres of Excellence Scheme have barely been documented • Similarly, 

an example of an attractive innovation that came to nothing in the Royal 

Navy was a proposal for regional naval command athletic coaches177 • The 

idea generation was well and widely presented, but the most probable 

reason for failure was the relatively low rank and status of the 

initiator, who with humour, judgement and foresight aptly titled his 
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paper., "Apathletics". 

178 During World War TWo, Murray evaluated a six week innovatory 

progressive resistance training scheme which enabled army gun crews to 

keep a new mechanical loader, which hitherto they had been unable to 

operate, supplied with heavy shells. A limited number" of pilot 

179 
studies carried out in 1959 suggested that the introduction of weight 

training might be an eminently suitable leisure activity for personnel 

in ships at sea. 180 Hatch's propo~al is one example of idea generation 

that contributed to a wider participation in adventure training within 

the British Armed Services, and the introduction of innovatory weight 

training schedules in the Royal Air Force in the 1960's has been cited 

181 by Taylor 

More recently, a complete programme of diet and physical activity 

for the Israeli defence forces has been related182 • Evaluations of 

physical fitness programmes within the armed services of the North 

183 Atlantic Treaty organization have been published , and recommendations 

made for the physical fitness screening of American military personnel 

184 
over thirty-five years of age • Innovative activities and adapt-

ability have been described in a physical activity and recreational 

185 
programme in a ship at sea , and the results of an innovative physical 

fitness test for British servicewomen of the Women's Royal Army Corps 

186 
(WRAC) have been released • The main aims of the innovatory scheme 

were: 

1. To establish that women could successfully complete the test. 

2. To study test-retest suitability. 

3. To compare the new test with an established test of aerobic work 

capacity. 

4. To demonstrate that the test could distinguish between women of 

different physical abilities. 
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5. To propose a fitness standard test based on the results. 

During a five week implementation process it was found that agility, 

coordination, and determination improved rather than aerobic work 

capacity, but it was concluded that the physical fitness test was 

practical and acceptable. 

Circuit training187 and the Royal Canadian Air Force 5BX Plan
188 

were two of several innovations in fitness training used by the RNPTB 

in the 1960's to attain muscular and circulorespiratory efficiency, and 

as an alternative the British Army's Physical Efficiency Programme 

189 
Exercises (PEPEX) were also made available in the Royal Navy. These 

innovations are referred to again when the RNPTB's search for a new 

approach to naval physical training is examined in Chapter Six of this 

study. 

2. Specific Sources for the Study of Innovations in Physical 

Training in the Royal Navy 

The material for this study was drawn from a wide variety of 

sources. The comprehensive collection of catalogues and indexing 

journals at the National Documentation Centre for Sport, Physical 

Education and Recreation, located at the University of Birmingham, 

provided impetus in the early stages of the study. Naval secondary 

sources were in part indicated from collatory volumes such as A Guide 

190 to the Sources of British Military History • Military socio-cultural 

~l works such as Andrzejewski's Military Organizations and Society , 

192 Higham's Armed Forces in Peacetime , and Marwick's Britain in the 

193 Century of Total War, Peace and Social Change gave background and 

perspective. 

Histories of naval establishments in the vein of Oliver's H.M.S. 

194 
Excellent , the Royal Naval Gunnery School, and seagoing autobiograph-

ies like Yexley's The Inner Life of the Navy195 provided glimpses of 
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earlier epochs of naval physical training, sport and recreation. Further 

background was gained from the impelling naval social histories by 

196 197 198 199 Lewis , together with the works of Kemp , Lloyd , and Gardiner's 

account of the evolution of the British Admiralty. 

Standard secondary sources of the innovation literature were 

supplemented using the computer based facilities of the Department of 

Library and Information Studies of Liverpool PolytechniC. Extensive 

literature searches were initiated to on-line data bases in the United 
I 

I Kingdom, Canada, and America, including the British Library BLAISE, 

Systems Development Corporation ORBIT, the Social Science Citation Index 

DIALOG, and the National Institute of Education ERIC. 

The study's extensive primary data were researched in various 

locations in the United Kingdom. '!Wo types of former departmental 

records belonging to the Admiralty, War Office, and Air Ministry, 

provided valuable information on previous physical training and sport 

policies within military and naval organizational frameworks. The first 

type consists of records over thirty years old and formerly held at the 

Public Record Office, Chancery Lane, London, but now relocated at Kew. 

The second category are official records less than thirty years old, 

and as a general rule can not be made accessible to the public. However 

the writer was granted 'privileged-Access' status by the Defence 

Secretariat of the Ministry of Defence. The information contained in 

these particular files was valuable in that it filled certain data gaps, 

but because of their restricted category great care has been taken not 

to disclose details that may be considered indiscreet or embarrassing 

to the Ministry of Defence. The major source of primary material how-

ever was the administrative files of the RNPTB departments based in 

Portsmouth. Wi thin the bounds of securi ty and confidentiality, policy 

statements, directives, and the vast correspondence of DNPTS, SCB and 
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EMS Temeraire, the Royal Naval School of Physical Training, were 

extensively searched and examined. 

The primary source data were supplemented by materials and assist-

ance from several libraries. The value of the Naval Historical Library 

located in the Express State Building, Earl's Court, London, lies in 

its ability to provide information on past and present organizations 

and administration of naval departments in addition to its comprehensive 

collection of books, documents and papers. Particularly useful were the 

200 early editions of Admiralty Handbooks of Physical Training and the 

catalogues of Admiralty files held in the Public Record Office. 

The library of the Department of Education and Science in Curzon 

Street, London, has an extensive selection of modern works on physical 

education, but the most valuable item for this study was the Grenfell 

Collection. This collection consisting of books, pamphlets, and papers 

on military and naval physical training was d6nated by Captain Grenfell 

D.S.O., a former Deputy Superintendent of Naval Physical Training from 

the formation of the RNPTB in 1903 until 1908, and Her Majesty's 

Inspector of Physical Training with the Board of Education from 1909 to 

his retirement in 1936, with distinguished naval service between 1914-

1918 in World War One. 

In a similar category is the Carnegie collection located at the 

City of Leeds College of Education Library, Leeds Polytechnic, Beckett 

Park, Leeds. Its contents, largely donated by Mr. Major, formerly Her 

Majesty's Inspector of Physical Education, and former Principal of 

Carnegie College of Physical Education, and highly ranked officer of 

the Royal Army Physical Training Corps (RAPTC), reflect the principles 

and practices of physical training in the British Army and project a 

valuable contrast to the Royal Navy • 
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A comprehensive collection of handbooks and pamphlets Ielating to 

physical training can be found at the War Office Library, Whitehall, 

London. It is also worth noting that the Ministry of Defence Libraries 

regularly publish accession lists with an index available on request. 

Valuable too were the bibliographic references to the large naval 

collection housed in the City of Portsmouth Central Library. Occasional 

papers on physical training, sport, and recreation within the armed 

services were found in the Journal of the Royal United Services 

Institute in the Royal United Services Institute for Defence Studies 

Library in Whitehall; 201 and Higham and Cox-Wing's consolidated author 

and subject index to this series is indispensable. 

Finally, a large number of periodicals and journals were 

extensively searched with varying degrees of success. Among those 

examined were Brassey's Annual, Army Quarterly, United Services Review, 

Naval Chronicle, Naval Review, Royal Air Force Quarterly, Royal Air 

Force Review, Soldier, and articles of the Navy Records Society. The 

lack of indexes to many of these publications accounted for some long 

and fruitless searches. More rewarding were Mind, Body and Spirit, 

the ~ournal of the RAPTC, and The Clubswinger, the Journal of the RNPTB 

Association. Many Sport Control Board Yearbooks of the Army, Royal Air 

Force, Royal Marines and Royal Navy were referred to, and using the 

Aslib Index selected higher degree dissertations were consulted. 

Finally in summary, the overview presented past and recent 

research findings and theories which illustrated the volume, diversity 

and confusion that characterizes the innovation literature. Within 

organizations it was shown that innovation is influenced by the 

characteristics of personnel, organizational factors, and the situat-

lonal context, but there is little evidence to establish factorial 

primacy. 
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In considering innovation and curriculum studies, several models 

which have influenced educational change were presented. Social 

pressures leading to change were reviewed, and the problems of 

effective evaluation were highlighted. The underdeveloped nature of 

physical education curriculum theory was noted, and the education­

physical education debate was examined. Problems relevant to the RNPTB, 

such as the hidden curriculum, compulsory participation, and optional 

activities, were identified. The paucity of physical education 

innovation research in the armed services was demonstrated, and the 

chapter closed with an identification of data material and sources. 
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Chapter Three 

The Royal Naval Physical Training Branch 

The aim of this chapter is to present background and detail 

sufficient to provide the reader with a working knowledge that will 

facilitate a deeper appreciation and understanding of the RNPTB and 

the study's arguments, goals and intentions. Through necessity the 

chapter is partly descriptive, but by discussion and use of an approach 

1 
endorsed by Smith and Keith's Anatomy of Educational Innovation in 

which they examined the formal doctrine of Kensington School, certain 

issues crucial to this study are illuminated and analysed. Much of the 

information about naval organization embodied in this chapter is derived' 

from personal involvement and experience with the RNPTB during the 

research period. 

An initial perspective from which to view the RNPTB is the 

utilitarian role that physical training, sport, and recreation plays 

within the context of official training in the Royal Navy. The general 

and specialized naval training of ratings is divided into three parts. 

Part One is the basic induction training required by all new entrants 

to the navy. Part TWo constitutes the basic professional training in 

the branch specialization for which they have been selected. Part Three 

is the consolidation of specialist training at sea. Physical training 

is a major and compulsory component of the Part One curriculum, and also 

features as such at some Part Two establishments. The extension of 

compulsory physical training beyond these limits is variable in terms of 

time allocations, manpower useage and efficiency, but voluntary 

partiCipation in sport and recreation is encouraged in all ships and 

establishments. 

2 Following the guidelines advocated by Smith and Keith, further 
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background details and deeper insights can be gained by exploring 

selected dimensions of the RNPTB's formal doctrine. An explanation and 

justification for this approach is supplied by: 

All groups and organizations, in the course of their develop­
ment, build a point of view or perspective about themselves, 
their problems, and their environment. These points of view 
vary in the degree to which they are visionary, conscious, 
and codified. We have come to use the term "formal doctrine" 
to represent the complex combination of a point of view that 
is visionary, that is highly conscious, and that is highly 
codified. Ideology, a visionary theorizing, could serve 
about as well, although it tends not to emphasize the 
conscious and codified aspects. The doctrine includes an 
elaborated system of concepts, spelling out the entire 
structure of means and ends within an organization3• 

The dimensions selected for examination in this chapter are mandate, . 

institutional plan, and image. The mandate is the formal charge or 

directi ve given by a legi tima te authori ty, which in the case of the 

RNPTB is the Admiralty Board. The insti tutional plan is the conception 

of the doctrine together with the attendant organizational structures 

which operate to implement naval physical training, sport and recreation. 

The image is the RNPTB's phrasing and presentation of its doctrine and 

ethos to the Royal Navy and the public. 

1. The Mandate 

4 
Weber has indicated the inevitability of bureaucracy in large 

scale military organizations, but within the vast and complex bureaucracy 

of the Royal Navy, features of the RNPTB's mandate can be clearly 

identified. Charged with duties to promote naval physical training, 

sport and recreation, the mandate has established a separate identity and 

bestowed formal organization status upon the RNPTB. Consequent of the 

RNPTB being deliberately established for achieving predetermined goals: 

it is characterized by prescribed roles, and authority 
structure, and a formally established system of rules and 
regulations to govern the behaviour of its members S• 
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In its most authoritative form the mandate appears in various 

articles of The Queen's Regulations for the Royal Navy. Collectively 

these articles closely or broadly define the manner in which naval 

physical training, sport and recreation should be carried out. For 

example, Article 0884 prescribes the duration, frequency, manner and 

minimum water temperatures for swimming instruction, together with 

detailed instructions regarding temporary or permanent swimming dis-

ability, the requirements of the naval swimming test, the recording of 

instruction given, and the notations to be made on service certificates. 

By contrast Articles 3191 and 3192 delineate the duties of Physical 

Training Officers, and Sports Officers of ships and establishments in 

very general terms. Elsewhere Article 2919 broadly states the 

responsibilities of Commanding Officers: 

He is to arrange for the promotion and organization of sports 
competitions on a broad and balanced basis to allow all 
officers and men the opportunity for full participation in 
games, sports and other forms of recrea tion6 • 

The mandate brings other elements to bear on naval physical 

training, sport, and recreation, for while it has created a separate 

identity for the RNPTB, it also functions to emphasize the link of 

responsibility not only to the Admiralty Board but to all personnel of 

the Royal Navy. This is a responsibility not shared by the majority of 

naval specialist branches. The response of the RNPTB has been to 

articulate its own long term goals to secure: 

The harmonious and progressive development of the body, 
through balanced and enjoyable exercise. To produce men 
who are physically fit and thus able to perform their duties 
more efficiently. To foster team spirit, this being an 
essential part of everyday life in the service7• 

The validity of underpinning the rationale of naval physical 

training, sport and recreation with non-physical concepts is questionable 

8 but, as Kenyon argues, physical activities can generate highly 
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influential social models dependent upon the degree to which they are 

part of the value system of the social unit in question. It is 

precisely in this context that physical activities are valued in the 

Royal Navy as agents of socialization. Great emphasis is placed upon 

participation in sport and recreation to inculcate loyalty, pride in' The 

Service', and team spirit. Compulsory physical training in the Part One 

training establishments also secures a calculability of behaviour which 

is the essence of naval discipline. 

An additional and important element of the mandate is the almost 

continuous drive for economy and efficiency which has dominated not only 

the RNPTB but all branches of the armed services since the end of the 

Second World War. Investigations in the early 1960's by the Royal Naval 

School of Management revealed organizational and administrative 

9 shortcomings in the navy , and subsequent Ministry of Defence policy has 

developed this theme to secure economic and effective use of manpower. 

Within the mandate for naval physical training, sport and recreation, 

10 the main developments have been '-

1. Expanded terms of reference and statements of improvement 

objectives for all RNPTB personnel. 

2. The provision of quantitative means of performance such as the 

standardization of manpower allocations and the introduction of 

costing systems. 

3. The elimination of duplication by the analysis of tasks and 

training syllabuses expressed as operational performance standards. 

4. The introduction of derived organizational structures to separate 

the primary functions of training design and training execution. 

The first three innovations listed above are new kinds of change 

experienced by the RNPTB in the post 1945 era and certain aspects of them 

are later raised and examined, but at this point it is germane to note 
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variations of degree have occurred in their adoption and implementation. 

The causes of this variation are not immediately obvious, but in some way 

the essentially voluntary and democratic nature of naval sport and 

recreation has inhibited the innovative processes. By contrast, more 

success has been apparent in physical training and the preparation of 

instructors where opportunities are available to formalize instructional 

methods and structure syllabus content. 

A final but most vital element influencing the mandate is the 

RNPTB's obligation to comply with the vast complexity of Queen's 

Regulations, Defence Council Instructions, and commands. Responses to 

directives such as those which particularly aim for economy and 

efficiency determine the RNPTB's degree of innovativeness, but the 

concrete and tangible mandate serves: 

in clarifying the "supportive-non supportive" dimension of the . 
environment. As organizational alternatives are raised, 
explored, and evaluated, the mandate is the template 
indicating which alternatives will be supported, which will be 
rejected! or which will be responded to with lukewarm 
interest 1. 

2. The Institutional Plan 

Institutional plans of military organizations such as the RNPTB are 

characteristically highly formalized with rules, regulations, procedures, 

and organizational hierarchies. The organizational structures of the 

RNPTB, consisting of The Directorate of Naval Physical Training and 

Sport (DNPTS), The Royal Navy Sports Control Board (SCB), and The Royal 

Naval School of Physical Training (HMS Temeraire), are indicated in 

Figure 1 and described below. 

a. The Directorate of Naval Physical Training and Sport (DNPTS) 

Located at HMS Nelson, Portsmouth, the DNPTS is a Ministry of 

Defence navy department headed by a Captain, accountable for all policy 
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aspects of physical training, sport, recreation and adventure training. 

The present organization has evolved over the last decade and reflects 

the Admiralty Board's continuing recognition of the utilitarian role 

to be played by physical and recreational activities in the navy. The 

close relationship between naval operational training and physical 

training, sport, and recreation, in terms of discipline, morale and 

physical wellbeing, demands a clearly defined policy recognized as 

logical and practical that effectively aids promotion, control, finance, 

and provides representation at higher administrative levels within, the 

navy and the Ministry of Defence. It is for this reason that the DNPTS 

represents the Royal Navy on combined services committees and liaises 

with national governing bodies of sport. 

Through a Deputy Director the DNPTS directs policy and finance for 

the conduct of adventure training, and oversees all major expeditions 

sponsored by the Royal Navy or led by naval personnel. The other 

important posi tion wi thin DNPTS is that of Sports Ameni ties Projects 

Officer (SAPO), who coordinates the trial and evaluation of equipment 

and prOVides specialist advice on matters of scale, layout, and design 

for naval sport and recreation facilities. 

b. The Royal Navy Sports Control Board (SCB) 

Under the presidency of the Second Sea Lord the SCB is the 

governing body for all recognized naval sports associations. Constituent 

members of the board include representatives from the Ministry of 

Defence and naval commands and directorates. The SCB's aims can' be 

summarized as follows12 :-

1. To encourage sports and games amongst the personnel of the Royal 

Navy, Royal Marines, Women's Royal Naval Service and the naval 

nursing services. 
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2. To coordinate and assist the Royal Naval Sports Associations. 

3. To assist financially in providing recreational facilities which 

are not a legitimate charge on public funds. 

4. To make grants and loans to ships and shore establishments to 

purchase sports equipment. 

5. To provide a liaison between Royal Navy Sports Associations and 

similar national and service governing bodies. 

6. To assist naval personnel selected for international trials and 

competitions. 

The SCB meets twice a year and its financial committee quarterly, 

but the day to day work is carried out by the Royal Navy Sports Office. 

This administrative unit consisting of four retired physical training 

officers and a serving officer from the Women's Royal Naval Service 

(WRNS), is supervised by a retired officer appointed as an Assistant 

Director who also acts as Honorary Secretary to the SCB. 

The primary responsibilities of the Royal Navy Sports Office 

13 include :-

1. Logistic arrangements and supervision of all sporting events 

above Command level. 

2. Maintenance of accounts and control of expenditure of naval sports 

association funds. 

3. Supervision of appointed sport coaches. 

4. Planning, negotiation and promulgation of annual programmes and 

fixtures. 

5. Royal Navy representation on equivalent combined services and 

other sports committees, and liaison with the national press. 
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c. The Royal Naval School of Physical Training (EMS Temeraire) 

Built in 1910, HMS Temeraire has ageing facilities long past their 

best comprising of one large gymnasium, an indoor swimming pool, 

changing rooms and classrooms. At the time of writing, plans to 

relocate to a new purpose-built sport and recreation complex have been 

suspended for economic reasons. 

The main tasks of HMS Temeraire are to conduct career training 

courses for instructors who implement physical training programmes in 

ships and naval establishments, provide coaching, officiating and., 

proficiency sport courses for selected personnel, and offer acquaintance 

courses for naval officers. 

The organizational structure of HMS Temeraire, shown in Figure 2 

below, requires little comment at this stage except to emphasize that 

the innovations for economy and efficiency referred to earlier are 

reflected in the derived hierarchy which separates the training design, 

supPort and execution functions. This separation was advocated because 

no significant increase in the availability of manpower could be 

antiCipated in the national reductionist defence policies of the 1910's 

and 1980's. It was therefore postulated that the achievement of naval 

aims depended on the identification of priorities and the more 

effective use of manpower. To this end all career courses within the 

RNPTB are cost effected and based on behavioural objectives. Instructor 

allocations to ships and establishments have been standardized, and all 

appointments carry terms of reference, job descriptions and operational 
.. 

performance standards. For example, job specifications for all grades 

of instructor rating have been compiled based on percentage time 

inVOlvement in administration and coaching of team and racquet games, 

aquatics, athletics, gymnastics, combat sports, recreational activities, 

14 and general fitness training and testing • 
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d. Formalization and Rank Differential 

A significant element of the formalization within the RNPTB is the 

inherence of authority in a particular appointment rather than in the 

person. The maintenance of power is vested in status distance which is 

sustained by graded responsibilities and privileges closely defined by 

rank. In the Royal Navy a wide status distance exists between 

commissioned officers and ratings, but within the RNPTB there is a 

distinction between officers that has ramifications for this study. 

Therefore in anticipation of later discussion the inherence of authority 

with rank and status differentials within the RNPTB is explained. 

Dependent on entry and selection procedures, terms of engagement 

and specialist training, naval officers are categorized to the 

Supplementary List (SL), General List (GL), and Special Outies (SO). 

SL officers serving short term engagement in branches with a requirement 

for junior officers, such as the Royal Naval Air Service, are not 

relevant to this issue, but the distinctions drawn between GL and SO 

officer categories in the RNPTB are most significant. 

GL officers are trained as Midshipmen and Sub Lieutenants at 

Britannia Naval College, Dartmouth, having entered the navy direct from 

school or university. Selected for their potential powers of leader­

ship, ability, character, and educational standards, these officers 

follow service careers structured to executive and command appointments 

in the Operations, Engineering, Supply and Secretariat branches. By 

selection they can attain the highest ranks within the Royal Navy and 

are guaranteed the minimum rank of Commander. 

By contrast, SO officers are selected from serving ratings within 

the navy who show exceptional powers of leadership, personal qualities, 

and high technical ability, but promotion prospects are limited to 
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Lieutenant Commander, one rank below that of Commander. It is into 

this SD category of commissioned specialist physical training officers 

to which instructors within the RNPTB are drawn. Thus these SD 

officers serve most of their naval careers in the RNPTB in contrast to 

GL officers who normally complete a two year tour of duty. 

TWo points of issue arise from this situation. Firstly, the direct 

consequence of the rank differential is that no SD specialist physical 

training officer can be appointed Director or Deputy Director of the 

RNPTB, or command the Royal Naval School of Physical Training. From the 

organizational structures shown in Figures land 2, it can be seen that 

instead they serve in subordinate positions to GL officers who possess 

no specialist knowledge of physical training, sport and recreation. 

Secondly, it is not clear if this lack of specialized knowledge together 

with the transient tours of duty, adversely effect long term planning 

and the optimum operational performance of the RNPTB. 

The existence of a generalized elite within the RNPTB has been 

established, and the'uncertainty surrounding its influence forms the 

basis for subsequent hypothesizing. 

e. RNPTB Career Structure and Instructors' Role Definition 

Following the explanation of implications surrounding officer 

categories, it is appropriate to indicate the advancement sequence and 

role definition of instructors within the RNPTB. 

Recrui tment to the RNPTB is from volunteer ratings who have served 

at least two years in the Royal Navy including a twelve month period at 

sea. The requirement for volunteer serving ratings and not newcomers 

to the navy is regarded as an important factor in instructor potential, 

particularly in aspects of class management, ~rganizing ability and 

leadership. Qualified instructor status and advancement is gained by 
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successful completion of the following physical training specialization 

courses held at HMS Temeraire:-

(i) Aptitude Test (3 days) • 

(ii) Leading Physical Trainer (LPT) Course (25 weeks). 

(iii) Petty Officer Physical Trainer (POPT) Course (9 weeks). 

(iv) Chief Petty Officer Physical Trainer (CPOPT) COurse (6 weeks). 

(v) Physical Training Officer (PTO) Course (3 weeks). 

All these courses, underwritten with objective training criteria 

to include terms of reference, job descriptions, behavioural objectives 

and performance standards, progressively increase status and respons-

ibility. For example, it is expected that a highest ranked instructor, 

such as Chief Petty Officer Physical Trainer, should be capable of the 

same duties of a junior SD physical training officer in a small naval 

15 establishment • At the official level this downward push of 

delegation from the top is seen as a response to an upward pressure 

generated by desires and abilities of senior ratings. From another 

point of view it can be interpreted as a means to secure economies at 

all levels of rank and rate and more particularly at the junior officer 

level. Promotion in a small branch such as the RNPTB is seldom fast, 

and the consequences of this greater delegation are not yet clear. 

The rate titles are based on the term 'physical trainer'. A career 

sequence modelled in Figure 3 below strictly and formally structures ---advancement, but no one clear and total statement defines the role of 

physical trainers in accomplishing the RNPTB's objectives of fitness, 

diSCipline and morale. Throughout its history the RNPTB has attempted 

to maintain a curriculum and a system of requirements and courses, to 

enhance both the status of its personnel and that of naval physical 

training, sport and recreation. From the stereotyped portrait of the 

naval physical trainer as acrobat, gymnast and clubswinger, there is 
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currently a deliberate swing towards a new concept of him as a manager 

and organizer of leisure. This movement can be detected in contemporary 

interpretations of tasks and responsibilities and is reflected in the 

employment categories shown in Figure 3. 

Emphatic recognition of the need for a change from the traditional 

role is expressed in another authoritative source. Personal qualities 

such as patience, appearance, interest, and enthusiasm are designated 

as important in an idealized instructor model cited in the Admiralty's 

16 Handbook of Physical and Recreational Training • Packaged under a 

label of leadership qualities the application of human factors such as 

motivation, perception, sensitivity, discipline and communication, are 

all highly regarded essentials for competent teaching and sound class 

management. The criteria by which a successful instructor is likely 

to be judged is implicit in: 

Learning and remembering are voluntary processes, and if 
the instructor is to achieve worthwhile results he must gain 
his pupils' full co-operation. Men will co-operate only if 
there is sufficient incentive to stimulate their interest 
and they can see a reason for doing an exercise or learning 
a skill. Hence the importance of the instructor's role, the 
measure of his ability being the extent to which he is 
capable of motivating his pupils through the exploitation 
of the wide variety of activities at his disposal17• 

f. Curriculum 

The chief characteristics and content of the RNPTB'S curriculum 

are briefly examined to indicate the scope and clarify the meanings of 

naval physical training, sport and recreation. 

Naval physical and recreational training is regarded as a system 

to achieve and sustain fitness, discipline, and morale. In this sense 

as a total planned activity the naval curriculum can be compared to 

programmes which schools adopt to achieve their purposes, but unlike 

educational curriculum development which takes place in this country 
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within a framework of liberalism and teacher freedom, the naval 

curriculum for physical training, sport and recreation is prescribed 

and formal. 

In Part One training establishments there is a high degree of 

rigidity where physical training is a compulsory subject in the overall 

basic naval training programme. Devised physical training tables are 

conducted sequentially, and deviations from the prescribed order and 

lesson content may not be made without prior approval. Lesson contents 

are characterized by strength and endurance exercises, vaulting, ~ope 

climbing, circuit training, basic running and marching exercises, and 

18 instructional time for recreational activities • The formality of 

these lessons is heightened by the use of command-response teaching 

techniques. 

Much to the regret of many long serving members of the RNPTB, 

modern ship routines and operational priorities have eliminated the 

time available for formal physical training at sea. A poor substitute 

19 has been the sets of exercises recommended for daily use afloat , but 

the major response to this change of policy has been a greater emphasis 

in motivating personnel to participate in the more informally organised 

sport and recreation. The wide range of naval sport and recreation is 

indicated in Table 4. 

The comprehensive range of sport and recreation listed in Table 4 

requires explanation as sources of financial support form the basis of 

the classification criteria. Within limits of scale laid down for all 

the armed services, public money under Vote A of the Defence Estimates 

allocated annually to the Royal Navy provides the funds to maintain 

resources and facilities for naval physical training, adventure training, 

and those activities categorized as synopsis sports. The welfare· funds 

of individual ships and establishments, supplemented by certain 
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Model Aircraft 

Ornithology 

Piping 

financial trusts, provide the most important and accessible sources of 

non-public money for activities categorized as recognized sport and 

recreation. 

3. The Image 

A potent part of the RNPTB's formal doctrine is the presentation 

of an image to those outside its ideological milieu. A useful schema 

with which to view this image is provided by factors related to the 

RNPTB's visibility and public face. 

A high visibility is displayed by the distinctive dress and conduct 

of RNPTB personnel, and is sustained by the exceptionally high demands 
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made on smartness, discipline and response. Much of this ethos is 

generated by the Royal Naval School of Physical Training through a 

system of procedures and rituals not widely practised elsewhere in the 

navy. For example, within the buildings of HMS Temeraire, physical 

trainers under instruction run from lesson to lesson, command-response 

techniques are prevalent to an extent not found in other naval working 

environments, and all personnel adopt exaggerated responses of alacrity. 

Elsewhere in the Royal Navy an existing sentiment that the communal 

character of naval life has become ;'.a nine to five collection of mixed 

tradesmen all going home to tea,20 is countered by the RNPTB's high 

expectations of participation and performance. The vigour, vitality and 

length of time spent promoting naval sport and recreation outside normal 

working hours reinforces the image of a small, dedicated, elite body of 

men and women. The elitism is heightened by the aptitude tests and 

selection procedures of the RNPTB which 'creams off' volunteers from 

the other specialist naval branches. The high standard of personal 

attributes finds support from the many Commanding Officers who have noted 

outstanding qualities of leadership, organizing ability and enthusiasm 

amongst RNPTB personnel. Such is the esteem that in recent economic 

measures which threatened to reduce the RNPTB, a number of Commanding 

Officers protested to the Admiralty Board that they would rather lose a 

21 
technical specialist than their physical trainer • 

With a relatively small complement of some thirty-six physical 

training officers and three hundred instructors, the RNPTB's high 

prestige can not be explained by its size or power. The power base of 

the RNPTB within the naval bureaucracy is low but its influence extends 

beyond that implied by the position occupied in the hierarchy of 

authority •. Two factors account for this. At the grass roots level the 

RBPTB finds support from the nature and popularity of its activities. 
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Elsewhere in the navy the adage of friends in high places is well founded 

with senior officers, usually of Admiral rank, serving as presidents of 

the recognized naval sport and recreation associations. 

Part of the SCB's responsibilities is in dealing with the press and 

media, and the projection of an acceptable public face is implicit in the 

care taken with internal and external liaisons. The importance of image 

as manifest through the processes of social and professional approval 

can be gleaned from the verbatim reports of Beadteachers on naval 

physical trainers temporarily teaching in their schools made available to 

all RNPTB personnel: 

The impression that they left with us is a very good one 
indeed. Their personal turnout has been immaculate, and the 
contact they achieved with the children has been first rate • 
••• The children and staff were totally impressed ••• We 
thoroughly enjoyed having them with us ••• anxious to obtain 
their services next year ••• They achieved and maintained a 
very high standard in both their appearance and work ••• 
Their rapport with the children was excellent, as was the 
response shown by the children22 • 

Many manifestations of the RNPTB's formal doctrine particularly its 

ethos of elitism have been demonstrated to the writer, but perhaps nOne 

more SUCCinctly than during the observation of an impressive naval 

physical training display when an instructor proudly and emotionally 

exclaimed, "There's the Royal Navy and there's US!" 

In summary, the RNPTB has been presented as a formal organization, 

and from its formal doctrine aspects of the mandate, institutional plan, 

and image were examined as a prelude to subsequent chapters. 

In creating a separate identity for the RNPTB the mandate has 

emphasized the responsibility for naval physical training, sport and 

recreation entails a commitment to all personnel of the Royal Navy. 

A pervading element of the mandate is the continuous drive for economy 

and efficiency through the increasing application of modern management 
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techniques. The systematization of administrative procedures has found 

more success in formalized physical training than in vOluntary sport and 

recreation. The influence of directives particularly those aiming for 

economy and efficiency has determined the RNPTB's degree of innovat­

iveness. 

Within the RNPTB's institutional plan the responsibilities and 

organizational structures of DNPTS, SCS, and HMS Temeraire The Royal 

Naval School of Physical Training, were presented. Aspects of formaliz­

ation and rank differential as they affect the inherence of authority 

were examined, and the existence of a generalized elite within the RNPTB 

was established. The advancement sequence within the RNPTB career 

structure was outlined, and the changing role of naval physical trainers 

defined. The major characteristics of the RNPTB's curriculum were noted 

and the comprehensive nature of naval physical training, sport and 

recreation was indicated. 

Visibility and public image as salient features of the RNPTB's 

image were scrutinized. It was concluded that the RNPTB exists as a 

small elite organization with a high prestige status within the Royal 

Navy. 
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Chapter Four 

A Conceptual Framework 

The study's conceptual framework is explained in this chapter. 

Firstly, the meanings of the terms adoption, diffusion, dissemination and 

implementation which are closely associated wi"ththe concept of innovation 

are clarified. Certain hypotheses are raised, and a typology of 

innovation-decisions such as may be found in the RNPTB is presented. 

A classification of communication domains is proposed to identify, 

categorize, and examine the RNPTB's extensive documentation. An adoption 

model illustrates the flow of actions and relationships when innovations 

are implemented in naval physical training, sport, and recreation. The 

study's research approach is also explained and justified. 

1. Adoption, Diffusion, Dissemination, Implementation: A Clarification 

The research literature on adoption, diffusion, dissemination and 

implementation is confusing, and the many pronouncements and fine 

distinctions drawn between these important concepts have directed and 

often limited the thinking and actions of those involved in innovative 

actiVities. From early studies of agricultural innovations in America 

an adoption process model was derived. Viewed as a process it has been 

observed that: 

the concepts of adoption and, more rarely, that of rejection, 
have been used as a simply defined dependent variable for 
research concerned with influences affecting itl. 

A central theme of this research has been the relationship between 

adoption and time, based on a widely held assumption that adoption is 

2 inevitable if the presentation and timing of the innovation is right. 

Adoption has also been regarded as a deliberate mental act as implied in 

the definition, "a decision to make full use of a new idea as the best 

action available" 3. As a working defini tion, this view of adoption 
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presents a difficulty because no provision is made for any action of 

rejection, but this can be partially overcome by regarding both adoption 

and rejection as discrete functions within the innovation-decision 

process. A further difficulty lies in the definition's term, 'make full 

use of', which implies only a total rather than a partial adoption is 

possible, a problem further compounded when it is argued that discontin-

uance of an innovation can only occur after the idea has been fully 

4 adopted • 

The inadequacies of the adoption concept are summarized by Cooper 

who notes: 

In terms of the original use, it is quite possible to talk 
about the adoption of a technique or a product; it makes 
little sense, however, to talk about the adoption of an 
attitude or a concept or an idea. It would not make sense 
to say that we either had or did not have a particular idea, 
since ideas (or attitudes or concepts) are not finite in 
that way. In a very real sense, the idea is inevitably 
modified in each personS. 

The distinctions drawn between diffusion and dissemination also 

appear to be quite arbitrary, a characteristic confirmed by Katz et aZ6 

who have observed the isolation and lack of communication that exists 

in diffusion research which has led to uncoordinated and widely varying 

approaches. 

In defining diffusion as: 

the acceptance, over time, of some specific item, - an idea 
or practi ce, by individuals, groups or other adopting uni ts , 
linked to specific channels of communication, to a social 
structure, and to a given system of values, or cUlture7• 

Katz et aZ do not account for the concept of dissemination, but 

achieve a working definition in terms of component elements which can 

be regarded as key variables in the diffusion process. 8 Bhola , on the 

other hand, conceives diffusion as a process involving information 

consumption, social interaction and behavioural change, while regarding 
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dissemination as a stage within diffusion when knowledge of the 

innovation is distributed. 9 Like Clarke and Guba , he sees total 

diffusion occurring after an innovation has received service and support 

to become fully integrated into a system. While eminent American 

diffusion theorists, Rogers· and Shoemaker, commenting on the terms 

diffusion and dissemination observe: 

A few authors restrict use of the term "diffusion" to 
unplanned communication of new ideas (selective contact 
change), as opposed to the concept of "dissemination", 
which they define as planned communication (directed 
contact change). However, we use diffusion and 
dissemination interchangeablylO. 

11 A different view is taken by the Peterborough Project team 

concerned with educational innovations in selected elementary schools in 

Ontario, Canada, who emphasize it is important to recognize dissemination 

and diffusion as two distinct alternative processes. The essential 

difference is the manner in which the innovative idea is transmitted. 

Dissemination is seen as the communication of the innovative idea by a 

central authority while diffusion starts with dissemination but also 

involves transmission of the innovation by selected members of the 

recipient social system. 

In Britain, clarification of these terms evolved slowly, as typified 

12 in Rudduck's description of the Humanities curriculum project where no 

dissemination programme was incorporated into the planning because the 

implications surrounding the concept, particularly the distinction 

between diffusion as a casual haphazard process and dissemination as a 

13 deliberate strategy , were only gradually realized. 

14 
Within the deliberations of dissemination, Elliott suggests that 

strategies should aim for: 

a. Understanding - developing an understanding of the central features 

of . the innovation among the target audience. 
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b. Commi tment - securing commitment to the value and desirability 

of the innovation. 

c. Implementation - increasing the capacity of the target audience to 

translate the central features of the innovation 

into practical realities. 

Elliott's suggestions, which presuppose the crucial elements of 

communication, training and support within dissemination, are very close 

to those of Rudduck and KellylS who see the process consisting of: 

a. Translocation - referring to the movement of people and materials 

required to implement an innovation. 

b. Communication - being the passage of innovative information by 

media and personal contact. 

c. Animation - as the provision of a stimulating environment to 

promote change. 

d. Re-education - of personnel to secure understanding and cOmmitment. 

The development of diffusion theory and a growing dissatisfaction 

with many major curriculum projects has spawned interpretations of the 

implementation concept. Briefly, implementation is when an innovation is 

16 put into practice, and according to Fullan and Pomfret , it has been 

conceptualized in two ways. Firstly, it can be seen as the extent to 

which intention and practice are correlated, that is, the degree to which 

the innovation is implemented as originally plannedJ and secondly, the 

extent to which implementation is a product of a dynamiC process of 

mutual adaptation'amongst interested parties at the various stages of the 

innovatory process. 

Fullan and Pomfret prefer this latter definition which recognizes 

that subsequent modifications by both initiators and users may occur, 

17 but an opposing point of view is taken by Waring who insists that the 

term implementation may only be applied when an innovation is not in any 
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way distorted. 

From these differing viewpoints, two important issues arise for 

the RNPTB as a military and formal bureaucratic organization. Firstly, 

both points of view imply there is something such as a plan or 

innovative package exists to be implemented. Secondly, as Waring 

emphasizes, there is a necessity for the package to be implemented with 

minimal distortion. In terms of uniformi ty and conformity whi ch 

characterize naval procedureq,these aspects are very important to the 

RNPTB, but implementation is not a straight-forward application of an 

innovative package to an adoption unit. As Fullan and Pomfret argue, 

"implementation is not simply an extension of planning and adoption 

18 processes. It is a phenomenon in its own right" • 

Some of the attendant difficulties of implementation are high-

lighted in the Rand Corporation survey of innovative projects in American 

elementary and secondary schools: 

Contrary to the assumption underlying many change strategies, 
implementation did not involve merely the direct application 
of a technology. Implementation was an organizational 
process that implied interactions between the project and 
its setting; thus it was neither automatic or certain19 • 

The problem with this view of implementation is that it comes close 

to the deliberate strategies conveyed in the term dissemination, and 

its emphasis on organizational processes and interactions suggests links 

with yet another concept, that of institutionalization. The close 

relationship between implementation and institutionalization is further 
. 20· 

conveyed by Fullan and Pomfret's observation that the totality of 

acceptance and practice of successful innovations has only come about by 

significant changes in materials, structure, role behaviour, knowledge, 

understanding, and value internalization. 

In summary then, the meanings and associated functions of these 
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concepts have relevance for this study, particularly as it seeks to 

examine the strategies employed by the RNPTB to introduce and establish 

innovations in naval physical training, sport and recreation. The term 

adoption is used to convey the sense of total acceptance, an intention 

that characterizes the vast majority of innovations within the navy. 

Dissemination is taken to mean deliberate and systematic applications 

of communication, training and support to achieve change, as opposed to 

the haphazard processes of diffusion. The attempt to adopt an 

innovative package with minimal distortion is referred to as implement­

ation. 

2. The Hypotheses 

Having clarified some of the difficulties and implications 

surrounding the terms adoption, diffusion, dissemination and implement­

ation, the conceptual framework is now extended as a major concern of the 

study to identify the impetus and determine the events and influences 

that lead to innovations in naval physical training, sport and recreation. 

What forces influenced the RNPTB to make changes in its curriculum 

content, teaching methods, and organizational procedures? In what manner 

and from what sources do these forces arise? And more importantly, what 

factors influence the successful implementation of innovation within the 

RNPTB? 

The answers to these questions are not readily apparent, partly 

because the RNPTB within the Royal Navy is a separate social unit of 

British society. The nature of naval responsibilities in national 

security and the means employed in their discharge, require that certain 

activities are clandestine or at least partially veiled from public 

scrutiny. To this end the Royal Navy is self-contained and physically 

isolated, with the separation from civilian society consciously promoted 

and reinforced by the emphasis placed on naval security, discipline, 

tradition and morale. 
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Yet while this separation exists, there is also a degree of 

observable interaction and openness between the Royal Navy and societal 

institutions. For instance, in terms of projected image and recruitment 

the navy has long been aware of the value of good relationships with the 

general public, as evidenced by naval open days and permitted visits to 

ships in port. In a 'give and take' process the Royal Navy has drawn 

upon a wide variety of innovations in society and incorporated them into 

its own schemes of naval procedure, while at other times it has been a 

prominent and influential innovator with, for example, significant 

contributions in the fields of hydrography, meteorology and cartography. 

These examples indicate a relationship between the concept of openness 

and innovativeness. The essential ingredients leading to potential 

innovations being considered rest in the personalities of the people 

concerned and their mechanisms for communication. Opinion leaders and 

those in positions of authority must be open to ideas external and 

internal to their social unit if innovations are to have any potential 

for success. 

Compared to most departments within the Royal Navy the RNPTB is 

very open. Many naval activities are highly specialized and remote from 

public knowledge, but a commonality of knowledge and experience exists 

in physical training, sport and recreation. The inherent character­

istics of physical activity provide a platform for interaction. The 

competitive naval gun team races, together with the cutlass swinging 

and window ladder displays are perhaps the most well known events. 

There are, however, stronger and deeper community links forged by naval 

sport teams and representatives to civilian clubs, associations and 

institutions of physical education and sport. For example, in liaison 

with Portsmouth PolytechniC the Royal Naval School of Physical Training 

serves as a regional Centre of Excellence for trampolining. RNPTB 



personnel have acted in advisory capacities to Her Majesty's Prison 

Service, and others have taught physical education in local schools. 

Selected representatives also serve on inter-service committees and 

national sports associations. 

The multiplicity and frequency of these interactions provides a 

fertile environment for the transmission and reception of new ideas, 

thus substantiating that a source of change 

may originate in any institutional area, bringing about 
changes in other areas, which in turn make for further 
adaptations in the initial sphere of change. Technological, 
economic, political, religious, ideological, demographic, 
and stratificational factors are all viewed as potentially 
independent variables which influence each other as well 
as the course of society2l. 

A major controversy surrounding the precise nature of change is 
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highlighted by Etzioni when he identifies those who see the prime moving 

forces emanating from: 

the "spiritual" spheres and those who see it in the material 
ones; between those who stress the role of ideas and those 
who stress the role of economic factors, between those who 
stress the role of culture and those who stress the role of 
technology 22 • 

TO pursue a 'which came first' argument would be, as Burns and 

23 
Stalker suggest, to adopt the false antithesis that exists between 

material and technological progress and social change, but an investig-

ation into the nature of prime moving forces that have influenced the 

RNPTB might reveal the origins and rationales of the innovations 
.. -

implemented in naval physical training, sport and recreation. 

Previously it has been emphasized that many interactions take place 

even though the RNPTB operates as a formal military organization removed 

from the mainstream of British society. Like Goffman's total institut-

24 
ion , but perhaps not to the same degree, the RNPTB can exert great 

control over its societal contacts, as at the organizational level where 
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its relationships with other institutions are circumspect. If innovat-

iveness is regarded as the tendency of a system to adopt a given 

innovation, then the guarded relationships of the P~TB beg the questions 

of just which new ideas and institutions are influential, and what kinds 

of innovations are more likely to be accepted? These issues are all the 

more intriguing because to most problems that arise the attitude of the 

RNPTB is essentially pragmatic, an attribute well founded and nurtured 

within the naval ethos to encourage a 'PROBLEM - we can find a SOLUTION 

with MINIMUM DELAY' type of approach. This practical orientation is 

25 confirmed by Keegan , who asserts that with few exceptions theory and 

debate have never been strong points of the Royal Navy, an argument 

supported by the overt emphasiS within the navy on alacrity and action. 

A line of inquiry therefore pursued in this study is to ascertain 

whether or not organizational changes within the RNPTB are implemented 

with less resistance than content and method innovations underpinned by 

theoretical considerations. Physical education, sport, and recreation 

in this country are guided by the prinCiples and practices of educational 

theory, and it is therefore reasonable to assume that organizations 

involved in these physical activities are, to a greater or lesser extent, 

influenced by contemporary curriculum theories that suggest the content 

and methods of physical education. In view of the essentially 

practical and efficiency-seeking orientation of the RNPTB, an area worthy 

of investigation is the manner in which organizational innovations as 

opposed to theoretically based innovations of content and method are 

implemented. To this end the following hypothesis is auggested: 

HyPothesis One: that organizational changes within the RNPTB are 

implemented with less resistance than content and 

method innovations underpinned by physical education 

curriculum theory. 
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If the RNPTB is indeed insular because it reacts guardedly to 

outside contacts, how do new ideas take root? For change to come about, 

new ideas need nourishment and support, for such nutrients are important 

if the ideas are to grow and flourish. Wi thin an organi za tion the support 

for innOVation is initially through the perception and reaction of an 

individual or groups of opinion leaders or gatekeepers. Zaltman et aZ 26 

have likened the concept of organizational perception to that of an 

individual which is affected by age and experience in a particular 

specialist field. An important point to note regarding perception and 

innova tion is that: 

the distinguishing characteristic of innovation is that 
instead of being an external object, it is the perception 
of a social unit that decides its newness. Thus a practice 
can be an innovation for one organization but not for 
another27 • 

An impetus for innovation arises when it is perceived that the work 

of an organization is unsatisfactory and there is a wish to make 

improvement. This discrepancy between what is done and what key 

28 
personnel believe ought to be done is a performance gap , which can be 

brought about by changes internal or external to the organization. For 

example, internally new personnel may come into the organization bringing 

with them new expectations of what should be done, or new procedures may 

alter the way personnel interact thus creating new performance gaps. 

Externally, there may be significant technological change that influences 

the attitudes of personnel to existing practices, or the power position 

of the organization may shift in relation to other organizations within 

29 
the enVironment • 

The adjustments made to fill performance gaps of the RNPTB are 

concerns of this study. In Chapter Three the existence of a power elite 

was identified in the form of General List (GL) officers serving without 

specialist knowledge of physical training, sport and recreation in the 
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executive but transient appointments of DNPTS, Deputy DNPTS, and 

Commanding Officer of the Royal Naval School of Physical Training. 

Serving below this generalized elite are the permanent members of the 

RNPTB consisting of specialist physical training officers and instructors. 

The significance of this ranking and power differential is highlighted 

by: 

In any social system there is a hierarchy of social statuses. 
Those at the top, often called the power elite, are mainly 
responsible for making decisions affecting the entire system. 
Because of their position of power, the elite are able to 
act as gatekeepers in determining which innovations enter 
the system30 • 

Status differences, particularly within a military or naval context, 

make it difficult to oppose the judgement of persons with superior power 

and prestige. 31 Torrance , for instance, found that the inappropriate 

suggestions of high status members of a military group were disprop-

ortionately accepted and the relevant suggestions of low status members 

were disproportionately rejected. The point of issue therefore raised 

is whether or not there are instances when the perception and experience 

of the power elite within the RNPTB in matters concerning physical 

training, sport and recreation, is sufficiently adequate. What 

influence do non-specialist personnel exert in any innovative process? 

To what extent do specialist but subordinate staff participate in 

closing performance gaps in naval physical training, sport, and 

recreation? To explore this problem it is hypothesized: 

Hypothesis Two: that effective change results from decisions of the 

generalized elite, but the thrust for change comes 

from below in response to internal and external forces. 

From its inception in 1902 the RNPTB has experienced varying 

fortunes as the following examples illustrate. In 1910 a major advance-

ment was the establishment of the purpose-built School of Physical 
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Training in Portsmouth. With what was claimed to be the most modern and 

32 best equipped facility , the RNPTB became the leading proponent of the 

Swedish system of physical training in the country. At the outbreak of 

World War One in 1914, the facility was converted into a convalescent 

hospi tal. TO all intents and purposes the RNPTB was disbanded for the 

duration of the hostilities, but just before the end of the war a 

limi ted number of small qualifying classes were resumed by II Hos til! ties 

33 Only" ins tructors • 

In the years between the two World Wars, and particularly in the 

recession of the 1930's, the RNPTB experienced financial and manning 

problems that seriously curtailed naval physical training and sport. In 

the immediate post-war period of the late 1940's, the RNPTB narrowly 

escaped from an amalgamation with the DGNPS, then referred to as the 

Directorate of Welfare Services (DWS). 

Threats to the status and identity of the RNPTB are not in any way 

extinct. In numerous drives for economy and efficiency, various 

innovations have posed serious threats to the very existence of the 

RNPTB, but the fact that it continues to survive suggests qualities of 

resilience and resistance. It is therefore hypothesized: 

Hypothesis Three: that innovations which potentially threaten the status 

and identity of the RNPTB are rejected or resisted. 

3. An Extended Typology of Innovation-Decisions 

An important task in this study is to examine the decisions taken 

within the RNPTB, and at other levels within the Royal Navy, which 

culminate in the adoption or rejection of innovations in naval physical 

training, sport and recreation. This requirement is made difficult 

because there is a diversity of terminology and little agreement on the 

nature and number of stages in the innovation-decision process. 
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At the individual level the innovation-decision may be regarded as 

the consideration and assessment process from first knowledge of the 

innovation to confirmation of the decision to accept or reject the new 

idea. Within the individual it is conceived that knowledge and under-

standing of an innovation is followed by a favourable or unfavourable 

attitude that leads to adoption or rejection, and through the process 

34 confirmation and reinforcement is sought for the decision • Based on 

the degree individual members of a social system participate in the 

initial stages of adoption, three major types of innovation-decisions 

have been suggested, as shown in Table 5 below: 

Table 5 

35 TYPes of Functions of Innovation-Decisions Processes 

Collective-Innovation 
Decision 

1. Stimulation 

2. Initiation 

3. Legitimation 

4. Decision 

5. Action 

Individual-Innovation 
Decision 

1. Knowledge 

2. Persuasion 

3. Decision 

4. Action 

Authority-Innovation 
Decision 

1. Know ledge 

2. Persuasion 

3. Decision 

4. Communication 

5. Action 

Collective-innovation decisions are reached by consensus, and seen 

as processes arising from the realization of a need for a new idea. 

Interest in the new idea is stimulated and initiated into the social 

system where its legitimation is sought. A decision is then reached to 

reject or carry out actions necessary to implement the innovation. As 

implied above, individual-innovation decisions are taken independently 

of other opinion, as opposed to authority-innovation decisions which are 

imposed on a social system by someone in a power position. The RNPTB 
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operating as a formal organization uses its own hierarchical structure, 

and that of the Royal Navy, to issue authority-innovation decisions to 

achieve change. Scrutiny of these decisions and the factors surrounding 

them should therefore illuminate the innovations selected for examination 

in this study. 

The central construct of the authority-innovation decision concept 

is the subordination of adoption units to a decision unit occupying a 

position of higher authority. Theoretically, the MiniStry of Defence 

(Navy) decides all naval policy matters, and naval commands, establish-

ments and ships follow those policies as directed by authority decisions 

in Queen's Regulations (Q.R.'s), Defence Council Instructions (D.C.I.'s), 

and command orders and instructions. In practice however, physical 

training, sport and recreation policy is formulated at the DNPTS level 

in the RNPTB hierarchy, see Figure 5. For the purposes of this study 

therefore the DNPTS is regarded as the decision unit, and the remaining 

RNPTB personnel, together with the ships and establishments within the 

Royal Navy, are regarded as the adoption units. 

The notion of the RNPTB as a formal organization using authority-

innovation decisions is reinforced by the fact that no individual appears 

free to exercise choice in adoption or rejection of an innovation, but 

36 use of Zaltman's sub-categories of decision types extends the 

exploration of innovations in naval physical training, sport and 

recreation. In formal organizations some innovations are derived from 

member partiCipation, that is, the decision to adopt the innovation is 

taken by the decision unit but it is done in consultation with the adopt-

ion units, whilst other innovations are autocratically based. To this 

finer classification of authority-innovation decisions the respective 

terms 'participative approach' and 'authoritative approach' have been 

applied. These sub-categories should prove relevant and useful to 

pursue the study's second hypothesis where in part it was proposed that 
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effective change within the RNPTB results from actions of the power elite, 

but that the thrust for change comes from below. 

4. A Classification of Communication Domains 

37 In their treatment of planned educational change, Gross et at 

suggest that innovation should be viewed as an interrelated and changing 

set of complex forces acting over a period of time. Diffusion theorists 

38 39 such as Rogers and Shoemaker , and Zaltman et at , have argued that 

innovation is a process consisting of several stages, each of which is 

characterized by different problems requiring relevant information and 

appropriate decisions and strategies. A significant operating 

characteristic of the RNPTB is the sheer volume of paperwork in which 

the relevant information, decisions and strategies are communicated to 

the adoption units. The general practice is that even the smallest 

point of procedure or detail requires duplicated correspondence. To 

40 identify, categorize, and examine this documentation, Tushman's model 

of innovation phases and key communication domains is adopted and 

modified, as illustrated in Figure 4. 

The six cell model is eminently suitable in terms of the hypotheses 

posed in this study and the problem solving approach to innovation 

adopted by the RNPTB. A three step innovation process is proposed which 

emphasizes the importance of communication throughout all stages, but 

this emphasis does not imply that other features of organization, 

strategy, content, and methods, do not exist within the innovative 

process. The exchange of information and volume of correspondence 

generated by the RNPTB is excessive, and categorizing the communication 

domains in this way is an attempt to ensure that innovative aspects that 

otherwise might be overlooked are identified and examined. 



Figure 4 

Innovation Phases and Key Communication Domains 

Innovation Phases 

Idea Generation Problem Solvin2 Dissemination and 
Implemen ta tion 

Exploration of Development of Coordination and 
Proposal Solution adminis tra tion of 

Solution 

Key Communication Domains 

Extra Communication Intra Communication Intra and Extra 
Communica tion 

With other institut- With RNPTB personnel With RNPTB personnel 
ions:- universities, and adoption units in 
colleges, other Royal Navy 
naval directorates 
and armed forces 

When a performance gap has been detected in RNPTB operations, 

proposals are explored, ideas are generated, information is sought from 

external sources possessing specialist knowledge of physical training, 

sport, and recreation, such as universities, colleges and the other 

armed services, as the-bulk of relevant information can most effect-

41 
ively be found outside the innovating organization • Referral may 

also be made to the research literature, or advice sought from other 

naval directorates such as DGNMT and DGNPS, particularly when questions 

of manpower and finance arise. 

The problem solving cell of the model is applied to coordinate the 

substantial information that is exchanged within the RNPTB in the 

development of a suitable course of action. 

In the third innovative phase, the terms dissemination and 

implementation are preferred to convey the deliberate and systematic 

implementation of packaged organization, activity contents and methods 

96. 
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that characteristically accompany innovations in naval physical training, 

sport and recreation. 

5. An Adoption Model of Naval Physical Training, Sport and Recreation 

The model in Figure 5 illustrates the flow of actions and relation­

ships when innovations are adopted in naval physical training, sport and 

recreation, and reflect much of what has been indicated in this chapter. 

Naval physical training, sport and recreation are important features of 

the national defence policy implemented to secure and maintain high 

levels of physical fitness, discipline and morale in the Royal Navy. 

Through a simplified hierarchy of authority Shown in the model, the 

DNPTS is accountable to two powerful directorates within the Royal Navy 

who may act as gatekeepers of change by exerting control on an 

innovation process. DNPTS, as the decision unit of the RNPTB, is 

accountable to DGNPS for planning and promotional aspects of naval 

physical training, sport and recreation, and to DGNMT for financial and 

manning policies. These latter two directorates are in turn responsible 

to the Second Sea Lord and the Admiralty Board within the Ministry of 

Defence. 

An additional concept, shown in the model by broken lines and 

arrows, is that of feedback whereby information on naval physical train­

ing, sport and recreation is returned to various levels within the 

hierarchy of the navy and used to guide adjustment to performance gaps. 

The heavy broken lines in the model indicate gatekeeping functions or 

barriers to both innovations and feedback processes. 

6. A Consideration of the Research Approach 

The writer's own background and preferences were salient factors 

determining a qualitative rather than a quantitative approach, but,from 

the very beginnings of the study Ministry of Defence policy and 
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attitudes of the Armed Services formed the major constraints that dictated 

the choice of research techniques. Preservation of a largely unspecified 

service image is regarded as extremely important, but areas of particular 

sensitivity are those concerned with discipline, morale, security, 

homosexuality, standards of physical fitness and the associated problems 

of excessive drinking, smoking, and obesity. The official policy 

strictly controls the experimentation and research required and conducted 

within the Armed Services, and civilian specialists are only called upon 

when the necessary expertise is unobtainable internally. Permission to 

conduct research for reasons external to service requirements is there-

fore difficult to obtain and bounded by severe constraints, such as the 

prohibition of research instruments which elicit responses and attitudes 

of personnel. 

In a situation of overt and covert restraints it was decided that 

the most appropriate research approach was illuminative evaluation, the 

nature of which is aptly expressed by: 

Illuminative evaluation is not a standard methodological 
package but a general research strategy. It aims to be both 
adaptable and eclectic. The choice of research tactics 
follows not from research doctrine, but from decisions in 
each case as to the best available techniques, the problem 
defines the methods used, not vice versa. Equally, no method 
(with its own built-in limitations) is used exclusively or in 
isolation; different techniques are combined to throw light 
on a common problem42 • 

Within the illuminative evaluation research strategy, three crucial 

43 stages may be identified 

1. The thorough familiarization of the complex day-to-day reality of 

the setting. 

2. The coherent selection of phenomena. 

3. The identification and placement of underlying principles within a 

broader explanatory context. 
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The research techniques selected to operate within this three stage 

framework were privileged-access inquiry, interviews, and documentary 

analysis. 

a. Privileged-Access Inquiry 

Confidence and trust between all involved parties are essential 

ingredients of a privileged-access inquiry programme, and throughout the 

lengthy research period care and attention were paid to personal 

relationships and naval etiquette. The opportunities for personal 

interaction available in privileged-access were used to overcome three 

substantial problems inherent in an illuminative evaluation approach. 

Firstly, there was the need to allay official misgivings and 

establish rapport with key personnel. Within the Ministry of Defence 

this was achieved by many telephone calls and written communications to 

clarify certain research issues. The success of this reassurance 

strategy can be measured by the writer eventually receiving privileged-

access status to certain items of restricted information. The 

importance of this privilege, and the necessary but often tedious 

preliminaries leading to it, are stressed because subsequently it 

conveyed both to the writer and naval personnel a denoted privileged-

access status that significantly facilitated the trust and confidence 

sought by all parties. 

The second problem was to gain a general knowledge of naval proced----
ures to cope with the host of terms, expressions, customs, traditions, 

practices and activities which constitute the everyday language and work 

of the Royal Navy. Valuable insights and experiences of the naval ethos 

were gained from observational visits to selected establishments, 

particularly HMS Nelson, the Headquarters of Naval Home Command, and 

HMS Excellent, the-Royal Naval School of Gunnery, and formerly the 

original home of naval physical training. 
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Thirdly, it was essential to gain acceptance within the RNPTB to 

secure a fuller perception of naval physical training, sport and 

recreation and so aid the identification and analysis of the selected 

innovations or their remaining remnants. The major effort therefore in 

the privileged-access programme was to achieve these ends by involvement 

in a comprehensive range of activities at DNPTS, and EMS Temeraire the 

Royal Naval School of Physical Training. Often in separate, but 

sometimes in dual roles, the writer participated in and observed many 

morning parades and inspections, classes under instruction, periods of 

recreation, games afternoons, naval sports club fixtures, inter-service 

matches, and made numerous visits to various naval sports facilities. 

The involvement had to be finely judged to maintain the separate 

roles of participant and observer. A major difficulty was recognizing 

when efforts and actions had strayed too far in one direction. Steadman 

succinctly expresses this problem in participant-observation: 

In a sense, it is an attempt to skate safely on wet, thin 
ice. If the evaluator stays on the dry, firm area and 
merely observes systematically, he has failed to test the 
water. If, on the other hand, he plunges through and 
becomes immersed in the situation, forgetting the business 
of systematic observation, that too rates as failure, 
rendering suspect the data gathered44 • 

Time was also a crucial factor in the privileged-access programme. 

In the current security conscious atmosphere and prevailing naval 

manpower problems, visits to relevant establishments required prior 

authorization. While these restrictions did not hinder the actual 

research processes, much advanced planning was involved that dictated 

when certain aspects of investigation could be carried out. 

b. Interviews 

The Ministry of Defence attitude to research instruments obtaining 

a response which might adversely reflect the Armed Services precluded the 
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use of formal interviews. To avoid putting people on guard or running 

the risk of indiscretion, the term 'interview' was never used, but rather 

the request, "May I come and see you about X?". 

A standardized sequence of questions was not devised but queries 

were structured depending on the particular innovation being investigated. 

These informal interviews were conducted with personnel holding a wide' 

range of ranks and responsibilities in an attempt to elicit a broad and 

deep perspective. Some written notes were made during the course of the 

interviews and further notations made afterwards whenever possible. 

c. Documentary Analysis 

As indicated elsewhere the documentary data was extensive, so a 

primary task was to establish the relevancy of the many official records 

over thirty years old classified as open, and those under thirty years 

old classified as restricted and withheld from the public. A secondary 

but useful procedure was the classi~ication of data into categories of 

physical training, sport, and recreation, using the definitional terms 

proposed in the study. Inevitably some element of overlapping occurred. 

45 46 
Using notions of sampling and progressive focussing , eleven 

innovations were initially selected from the official records as 

representative of the innovative activities of the RNPTB up to the year 

1947. Applying a criteria of suitability that included an adequate 

continuity of documentation, the eleven innovations initially selected 

were reduced to five. In later chapters these five innovations are 

referred to as previous innovative activities. 

The current administrative files of the RNPTB departments in 

Portsmouth consisting of DNPTS, SCB, and the Royal Naval School of 

PhYSical Training, provided the major source of primary data. The 

material consists of Defence Council Instructions, commands and 
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directives, minutes of meetings, incoming and outgoing correspondence, 

working papers and policy statements, submissions, internal memos and 

reports. The standardized filing system in use throughout the Royal 

Navy facilitated a systematic search, and using the same procedures of 

sampling and progressive focussing a further five innovations were 

selected and referred to in later chapters as recent innovative 

activities. 

Personal interpretation played a significant role in the collection 

and analysis of material, but to reduce the degree of subjectivity a 

47 triangulation approach was used involving the cross-checking of 

information in the three separate departments of the RNPTB, supplemented 

with Viewpoints gathered from the informal interviews. 

Privileged access status, personal identification and involvement 

facilitated access to the information, but organizational caution and 

security measures imposed certain restrictions. Some of the most 

critical information is classified 'Staff in Confidence' and was there-

fore unavailable to the writer. Another naval practice is to change 

appointments and responsibilities every two years, and destroy 

administrative files every five years, except correspondence and 

documents considered relevant or interesting. As a consequence, some 

developmental threads and outcomes were lost. 

7. A Summary of the Conceptual Framework 

In the clarification of terms, adoption was seen as the total 

acceptance of an innovation. Dissemination implied a deliberate and 

systematic application of strategies to achieve change, as opposed to 

the haphazard processes that characterize diffusion. Implementation was 

Viewed as the attempt to adopt an innovation with minimal distortion. 

The following hypotheses were raised: 
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Hypothesis One: that organizational changes within the RNPTB are 

implemented with less resistance than content and 

method innovations underpinned by physical education 

curriculum theory. 

Hypothesis Two: that effective change results from decisions of the 

generalized elite, but the thrust for change comes 

from below in response to internal and external forces. 

Hypothesis Three: that innovations which potentially threaten the status 

and identity of the RNPTB are rejected or resisted. 

An examination of authority-innovation decisions was proposed to 

determine whether or not a participative or authoritative approach is 

used to secure innovations in naval physical training, sport, and 

recreation. 48 Tushman's model was adapted to aid the analysis of 

innovative phases, and the intra and extra RNPTB communications and 

documentation. 

An adoption process model was presented to illustrate the flow of 

actions and relationships within innovations in naval physical training, 

sport, and recreation. In this model the notion of DNPTS as the 

deCision unit implementing innovations to adoption units is important. 

The overall research strategy is one of illuminative evaluation 

using privileged-access inquiry, interviews, and documentary analysis. 
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Chapter Five 

Previous Innovative Activities 

1 Guided by an adaptation of Tushman's model of innovative phases 

and key communication domains, selected innovations within the P~TB 

are presented. These innovations are also referred to as previous 

innovative activities to indicate that they are much older than the 

relatively recent innovative actiVities which are considered in 

Chapter Six. Therefore the expedient criterion used to differentiate 

between these innovatory categories is a temporal one. 

The main innovative phases examined are idea generation, problem 

solving, and dissemination and implementation, using the key 

communication domains that exist between the DNPTS as the decision 

unit, and other external institutions and the 'adoption units within the 

Royal Navy. Whenever possible the influence of cultural and material 

factors on innovation is demonstrated. To aid referral and 

comparison the innovations are individually coded, and the identities 

of personnel directly involved are safeguarded in a similar manner, but 

ranks are retained as indicators of power and status. All naval 

officers referred to in this chapter were in the General List (GL) 

category. The previous innovative activities selected for examination 

are:-

1. Innovation A. The Formation of the ~~TB. 

2. Innovation B. The Adoption of the Swedish System. 

3. Innovation C. The Introduction of Ju-Jitsu 
2 . 

4. Innovation D. The 90% System. 

5. Innovation E. An Attempt to Form a WRNS Physical Training Branch. 
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1. Innovation A. The Formation of the RNPTB 

No documentation is known to exist which precisely pinpoints the 

idea generation that led to the formation of the RNPTB in 1902. 

Following the defeats of the British Army in the Boer War there was 

a good deal of official and public concern at the time about the 

efficiency and capability of the army and the Royal Navy which 

focussed on the necessity for improving national standards of health 

and fitness 3• A further impetus must have been the proposals of 

4 Lord Selborne, the First Lord of the Admiralty, to upgrade the entry, 

training, and employment of officers and men of the navy. Lord 

Selborne addressed both Houses of Parliament in December 1902 and 

stressed that the navy was in a critical stage of development. The 

continuous technological advances in the latter half of the nineteenth 

century and the expansion of naval personnel from 60,000 to over 

120,000 men since the mid 1880's had emphasized the need for changes 

in training and education to meet rapidly changing conditions. 

Previously the ordinary sailor had been a jack of all trades and had 

lived and worked afloat but now there was a need for specialization 

which had brought about: 

•••••• an accumulation of men in barracks on shore is a 
new feature in naval life, and the utmost care must be 
taken to establish a system whereby the time of the men 
in barracks may be utilized to the greatest advantage 
of the navy and themselvesS • 

Whether or not physical training was a part of the system 

envisaged by Lord Selborne can not be fully ascertained, but prelimin-

ary discussions to bring about changes in naval physical training had 

been initiated in September 1901 between the Director of Naval 

Ordnance (DNO), Rear Admiral A., and Captain B, Commanding Officer of 

HMS Excellent, The Royal Naval School of Gunnery. 
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6 MacLaren's system of physical training had been in use in the 

7 
navy since 1888 , but there was a general opinion that its principles 

8 and practice were inappropriate for naval purposes. Doubts on its 

suitability were based upon the system requiring costly and elaborate 

gymnasia, much apparatus and special machines; facilities that could 

not readily be incorporated into contemporary warships. MacLaren's 

system also had a decidedly military bias with great emphasis placed 

on surmounting obstacles. 

Linked to the doubts raised about the suitability of MacLaren's 

system were serious misgivings regarding the lack of any structure 

and organization to administer physical training in the navy. The 

practice since 1888 had been for some seamen gunnery instructors to 

attend the army physical training course at Aldershot9 and thereafter 

return to naval gunnery duties and conduct physical training unsuper-

vised and at the discretion of Commanding Officers. Within the navy, 

little interest had been shown towards physical training in the past. 

No officers were specifically charged to supervise physical training. 

No systematic instruction was carried out, and no methods existed to 

10 promote physical training throughout the navy 

Embodied within the idea generation for changes in naval physical 

11 training were the following proposals 

a. The navy should possess an efficient and self-contained physical 

12 training system quite independent of the Army and Royal Marines • 

b. Selected junior officers should receive the best instruction 

available prior to specified full time appointments and special 

pay allowances to supervise naval physical training. 

c. Gunnery schools, depots, and flagships that had access to 

gymnasia should carry specialist physical training officers and 

instructors of petty officer and chief petty officer rank. 
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d. Certain home ports, all flagships abroad, and the Channel and 

Reserve Squadrons should carry specialist officers as Inspectors 

of Gymnasia. 

e. A handbook should be compiled delineating the theory and practice 

of naval physical training. 

The proposals of this major innovation met resistance and barriers 

to change within the navy. It was argued that extra and unnecessary 

I demands would be placed. on training programmes and ships' routines 

would be interrupted. In relation to the importance of physical 

training it was thought that the ranks of Petty Officer and Chief Petty 

Officer for seamen instructors were too high. Doubts were expressed 

about the autonomy of physical training implied by the special pay 

allowances and personnel being extra to normal complements. At the 

Admiralty level it was noted that the Royal Marines had a well 

established system of physical training. In view of this it was 

questioned whether or not a system for the navy should develop quite 

separately, as it was felt that Royal Marine officers on board ships 

were neVer sufficiently worked and could therefore supervise physical 

13 training at sea • 

14 Two possible schemes were drawn up in an attempt to overcome 

resistance to change, particularly those objections concerned with 

expenditure and staffing levels. Plan A provided for one naval 

Commander as Superintendent of Gymnasia, three naval Lieutenants as 

Inspectors of Gymnasia at the three major naval depots at Portsmouth, 

Devonport and Chatham, and fourteen naval Lieutenants in flagships, at 

an estimated cost of £3000 per annum. Plan B was based on one naval 

Commander as Superintendent, three naval Lieutenants as Inspectors at 

the naval depots, and fourteen Royal Marine officers in flagships, at 

an annual cost of £1500. 

\ 
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15 Costing for the officer personnel was based on the assumption 

that the Superintendent of Gymnasia would be placed on the same footing 

as the Commander Superintendent of the Royal Naval School of Signals, 

being granted two shillings and sixpence a day in lieu of command money 

for captaining a ship. Royal Marine and Royal Navy Lieutenants would 

receive a special allowance of two shillings and sixpence a day, the 

mean rate for gunnery and torpedo Lieutenants. The naval officers 

would be drawn from the Half Pay List and thus the estimated sums of 

£3000 or £1500 represented the net costs after deducting the savings 

on the Half Pay Finance Vote. 

Costing for seamen instructors was not as straight forward. 

Difficulties arose because instructors also carried gunnery ratings 

and the proposed changes also affected complement numbers and 

16 
billets • The effect of ranking instructors at not less than Petty 

Officer and entirely separate from the established Petty Officer 

complement would increase the number of Petty Officers and reduce the 

nUmber of Able Bodied and Leading Seamen to the same extent. The 

annual expense of this change based on the estimated current number of 

one hundred and forty instructors amounted to £1700. It was evident 

that any limitation of gunnery pay to two pence a day as a qualified 

gunner would counterbalance the increase of pay resulting from paying 

every physical training instructor as a Petty Officer. A rough 

approximation indicated a reduction of gunnery pay amounting to £500 

to the pool of physical training instructors. 

Even if steps were taken to ensure that the changes would not 

prejudiCially affect men already serving, it was nevertheless clear 

that many seamen, particularly senior ratings, would receive less pay 

in the future if the proposed allowances were adopted. The question of 

whether or not the reduction in gunnery pay should be offset by an 
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increase in the gymnastic allowance was resolved when the latter was 

increased from fourpence to sixpence a day, at a total cost of approx-

imately £400 per annum. This increased gymnastic allowance compared very 

favourably with other specialist pay and served to enhance the status of 

physical training in the navy. 

A summary of the costing to implement the innovation of a structured 

physical training branch is shown below: 

Table 6 

17 Summary of Cost to Implement Structured 

Physical Training Branch in Royal Navy 1901 

Officers' Pay and Allowances 

Men's Pay and Allowances 

Saving if reduction in 

gunnery pay maintained 

Cost of increasing gymnastic 

~ allowance from 4d to 6d per 

day 

Plan A 

£3000 Runnin2 Total 

£1700 

£4700 

£500 

£4200 

£ 400 

£4600 

Plan B 

£1500 Runnin2 

£1700 

£3200 

£ 500 

£2700 

£ 400 

£3100 

Plan B using 'fourteen Royal Marine officers as Inspectors of 

Total, 

GymnaSia was by far the most economical, but the system would not be 

exclusive to the Royal Navy. Further, while the award of Petty Officer 

ratings to physical training instructors required only Admiralty 

authorization, the increase of allowances and the employment of naval 

officers on full pay with allowances required Treasury sanction and an 

Order in Council. 

Thus, the innovation suffered a serious setback when the Treasury 

18 
announced that only £1000 was available. Approximately one half of 
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this amount was provided for the appointment of four officers to 

supervise naval physical training. The other £500 was allocated to 

pay the new gymnastic allowance of 6d per day to instructors. 

The curtailed provision for the innovation in the 1902-03 naval 

estimates is shown in Table 7, and indicates that the number of 

officers was reduced from the proposed eighteen to four. The tight 

budgeting for the men also necessitated stringent measures to maximize 

the £500 allocated for the increased gymnastic allowance. No change 

in pay and rating was given to men already serving as physical training 

instructors. Requalification became mandatory in order to receive the 

new scale of 6d per day and the promotion to Petty Officer. In all 

cases where men received the new scale, the maximum gunnery pay allowed 

was that of qualified gunner at 2d a day. 

The much reduced innovation came into effect by an Order in 

Council dated April 1st 1902. In the context of the staffing and 

financial limitations its implementation was remarkable and in large 

measure due to the charisma, drive and vitality of the newly appointed 

Superintendent of Gymnasia. Commander C had a very successful career 

in the Royal Navy, and was known as a capable officer of sound 

judgement, as attested by his ultimate promotion to the rank of 

Admirall9 • 

Immediately upon his appointment in March 1902, he launched a 

campaign to enlarge, improve and enhance physical training throughout 

the navy. His first concern was to acquire a trained body of men with 

special qualities and knowledge to teach physical training. This 

approach was an entirely different departure and emphasis. Under the 

new organization a primary consideration was the capacity to teach and 

handle men rather than the former emphasis on physical ability and 

aChievement. At Commander CIS instigation the Admiralty informed the 
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Table 7 

20 Estimate of Expense to Introduce Curtailed Physical Training Scheme 

in Royal Navy 1902 

1 Commander as Superintendent of Gymnasia 

on Full Pay 

Special Allowance 

1 Lieutenant R.N. as Inspector of Gymnasia 

on Full Pay 

Special Allowance 

2 Lieutenants Royal Marines as Inspector of Gymnasia. 

Officers already in established billets with no 

addi tion to complement. Additional expense 

therefore special allowance 2/6d per day to each 

officer 

Physical Training instructors qualified under new 

system. 

Difference between pay as Petty Officers and lower 

gunnery pay supplemented by difference between 

present 4d a day and proposed 6d per day gymnastic 

allowance 

Estimated charge on Vote 1. 1902-03 

Estimated charge on Vote 2. 1902-03 

Less saving on Vote 13 of £283 with 

suspension of half pay of Commander £155, 

and Lieutenant £128 

£ 365 

£ 46 

£ 411 

£ 219 

£ 46 

£ 265 

£ 91 

£ 500 

£1267 

48 

£1315 

- 283 

£1032 

say £1000. 
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Commanders in Chief at Sheerness, Portsmouth, Devonport and all foreign 

stations, that until sufficient qualified officers were available, 

physical training in ships and establishments was to be supervised by 

an officer. The officer detailed for this duty in a flagship was also 

21 to supervise instruction throughout that particular fleet • Where 

and whenever possible the release of such officer was secured to attend 

physical training courses, initially at ar~ gymnas1a. The Commanding 

Officers of the gunnery schools at Portsmouth, Plymouth and Sheerness 

were approached to each select twelve intelligent men of good character 

who were willing to undergo the army instructor course at the Military: 

School of Physical Training at Aldershot, subject to Commander C's 

opinion on their suitability22. 

During the implementation stage, continued resistance and further 

difficulties were encountered. Some men declined to requalify because 

of loss of pay under the new conditions. For a time at Devonport, 

physical training was carried out by the gunnery school staff. This 

resistance was supported by the Commanding Officer of the training 

ship HMS Duke of Wellington, who was opposed to the establishment of 

Portsmouth as the centre for instructor training, being of the opinion 

that each naval command should train and requalify its own instructors. 

This barrier was ,overcome when Commander C secured authority to 

conduct inspections of physical training at Devonport. Further 

23 opposition came from the President of the Complement Committee , but 

Commander C persistently and successfully pressed for more instructors 

as additions to the complements of ships and establishments. His 

Success in increasing the complements and the strength and disposition 

of the new RNPTB, and incidentally that of the Royal Navy in 1902, is 

shown in Table 8. 
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Table 8 

Current and Projected ComElement Increases of Ph:isical Training 
25 Instructors 1902 

Sea2oin2 ShiEs Present Projected 

No.of No.allowed Total No.allowed Total Increase 
Ships per ship per ship 

Flagships: 

Battleships 8 2 16 4 32 16 
1st class Cruisers 6 2 12 4 24 12 
2nd class Cruisers 2 2 4 3 6 2 

Others: 

Battleships 27 1 27 3 81 54 
1st class Cruisers 12 1 12 3 36 24 
2nd class Cruisers 36 1 36 2 72 36 
3rd class Cruisers 27 nil nil 1 27 27 

Shore Establishments 

Boys Training Ships: 

EMS Lion 2 5 3 
HMS Impregnable 2 7 5 

I HMS St.Vincent 1 4 3 
EMS Boscawen 1 9* 4 32 3 23 
HMS Ganges 1 4 3 
HMS Caledonia 1 5 4 
HMS Black Prince 1 3 2 

Harbour Depots: Portsmouth 6 

\ 
6 

! Chatham 3 11 3 11 Nil 

Devonport 2 2 
2nd class Stoker, 
Training Depots: 

.I IDiS Nelson Nil 4 
HMS Vivid Nil 2 5 14 12 
HMS Northumberland 2 5 

Gunnery Schools:portsmouth 3 

\ 
3 

Sheerness 1 6 2 8 2 
Devonport 2 3 

Cadets: HMS Britannia and 
Keyham Nil Nil 5 5 5 

TOTALS 37 135 90 348 213 

* including 7 Royal Marine Instructors. 
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From Table 8 it can be seen that in seagoing ships, complements 

/ of physical training instructors were generally doubled, but the most 

spectacular changes were implemented at Boys' Training Ships and 

Stoker Training Depots with almost four and fourteen fold increases 

respectively. 

Certain strategies ensured the development of quantity and 

quali ty wi thin the RNPTB. Particularly significant was the appointment 

of a small staff of instructors specially selected for excellence in 

24 particular specialisms in physical training • To promote continuity 

such men were appOinted to Portsmouth for three years with the status 

of Staff Instructors, the beginnings of the exalted and coveted staff 

appointments which exist wi thin the RNPTB today. Twelve addi tional 

officers were selected to hold appointments as Inspectors of Gymnasia 

in the home ports and all flagships, thus rescinding the earlier 

curtailment of such specialist responsibilities. Attempts at 

evaluation were also made by imposed requirements on ships and 

establishments to submit quarterly returns and half yearly reports on 

physical training to the Flag Captain Portsmouth for the Superintendent 

of Gymnasia. 

Incentives and conditions of service for physical training 

instructors were 'not particularly attractive or advantageous. Some 

senior ratings had suffered a reduction in pay and the system placed 

all instructors on a common level irrespective of age, experience or 

ability. Apart from a staff appointment there was no reward for 

special effort or excellence, and these factors deterred ambitious, 

energetic and capable young men. 

To secure good quality volunteers and provide incentives, a 

scheme of rating and pay was designed to provide long term careers in 

naval physical training26 • The graded categories of instructor 
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ratings introduced were:- Senior Staff Instructor, Staff Instructor, 

1st Class Instructor, 2nd Class Instructor, and 3rd Class Instructor. 

Graduated gymnastic allowances were paid ranging from 6d per day to a 

3rd Class Instructor to 1/6d a day to a Senior Staff Instructor, with 

duties and responsibilities assigned according to position and status 

within the career structure. Opposition to the career structure 

argued that age would compel instructors to discontinue physical, 

training and revert back to gunnery and torpedo skills. 

Several other important factors contributed to the nurture of the 

RNPTB at critical points during its implementation and institutional-

ization within the naval training and operational framework. Foremost 

was the appointment in June 1902 of Admiral Sir John Fisher, later 

Lord Fisher, as the Second Sea Lord with responsibility for the manning 

and training of the Royal Navy. The reforming spirit of Admiral Fisher 

was felt throughout the navy and not least in the embryo RNPTB, 

27 
sustained by the proposals of the Selborne Memorandum • Secondly, the 

attempts to establish a centralized organization for naval physical 

training were ably supported by Lieutenant D, the deputy to CommanderC, 

Superintendent of Gymnasia. 
28 

He argued eloquently for one central 

authority where supervision would be uniform, consistent and efficient. 

He reasoned that ·defects in one system could be more easily identified 

and rectified, and rivalry between different naval schools of physical 

training would prove disruptive and objectionable. 

2. Innovation B. The Adoption of the Swedish System 

The adoption of the Swedish system shortly followed the formation 

of the RNPTB in 1902. For some time in the navy there had been 

dissatisfaction with MacLaren's system of physical training that 

required cumbersome apparatus and expensive gymnasia which were 



120. 

~ ~ inappropriate to naval needs • It was the Age of Exercise Systems , 

but although the classification of physical training into national 

systems as practised in the latter half of the nineteenth and early 

twentieth centuries was convenient, it was also incomplete and 

historically imprecise. Systems were modified, reconstructed and 

31 blended, and a lucid description and analysis in 1892 by Treves 

confirms these adaptations and the many similarities that existed. 

Upon his appointment in the Royal Navy as Superintendent of 

Gymnasia, Commander C visited Berlin to appraise the German system 

and attended the British Army School of Physical Training at Aldershot 

to acquaint himself with the MacLaren system. Both Commander C and 

Lieutenant D came to the opinion that the systems examined consisted 

of mere collections of exercises based on no order or principle. 

Lieutenant D was particularly scathing of MacLaren's system, referring 

to it as: 

a miserable collection of meaningless exercises, with no 
reason and little interest. What wonder then it received 
scant attention afloat or that the instructor of it was 
not held in high esteem32 • 

Attention was focussed on the Swedish system when a report from 

Captain E, the British Naval Attache in Stockholm, gave a glowing 

33 account of the.high standards of instruction given to Swedish army 

and navy personnel at the Royal Gymnastics Central Institute of 

Stockholm. He recommended to the Admiralty that it would be worthwhile 

for an officer of the Royal Navy to visit Stockholm to study the 

Swedish system of physical training. At this time the Swedish system 

was gaining ground internationally, and its diffusion in state schools 

34 35 36 in England has been accounted for by May , Woodward and Surridge 

The reputation of the Royal Gymnastics Central Institute in Stockholm 

attracted visitors eminent in physical education from Europe and 
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71_ • 37 nwerl.ca • Mr. H.O. Box-Ironside, the British Charge d'Affaires in 

Stockholm, obtained permission from the Swedish Minister of Foreign 

Affairs and Commander C went to the Royal Gymnastics Central Institute 

on November lOth 1902 to appraise the Swedish system. 

The Swedish system included free standing exercises, the use of 

certain apparatus, and a number of gymnastic games and recreative 

movements. No fine distinction was drawn between physical exercises 

and gymnastic games, and many exercises intermediate between these two 

categories were termed 'application exercises'. Dancing and swimming 

movements were derived from application exercises, and running, 

38 jumping, vaulting, and climbing are other examples • 

The purpose of the Swedish system was to build a sound 

constitution to secure health and enduranceJ and through a degree of 

39 body control obtain efficiency and economy of effort • The exercises 

were allocated a definite order so that such effects could be monitored 

and controlled by the teacher. The exercises were also arranged in a 

graduated progression of strength demands and complexity to suit 

varying ages. Activities were presented within a structured lesson 

plan to achieve a three-fold aim. Firstly, a lesson plan ensured that 

each part of the body received a prescribed amount of exercise at each 

lesson to secure even development. Secondly, it permitted each 

exercise to secure its maximum effect. Finally, it was claimed that 

the lesson plan allowed the maximum amount of work to be done in the 

time available. 

In its complete form the Swedish system involved the use of a 

certain amount of apparatus. The most common pieces of apparatus were 

wallbars, beams, low benches, climbing ropes, jumping lines, vaulting 

boxes, and vaulting horses and bucks. The use of apparatus was seen as 

adding interest, and it was regarded as a great advantage that all 
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participants could be engaged at the same time as a class activity as 

distinct from isolated individual work. Unlike the MacLaren system, 

the Swedish free standing exercises were performed without any 

apparatus in the hands, such as dumb-bells or wands. Music was only 

occasionally employed as it was thought inconvenient to stop for the 

purposes of observation and correction of faults, and some loss of 

class control was feared in stoppages. 

Teacher control appeared to be an important requisite in the 

Swedish system, so much so that its inherent disciplinary value was 

a significant commendation to the Education Department in England 

40 and to many school boards • There is no doubt that the qualities of 

sharp obedience, smartness and order demanded by the Swedish system 

appeared eminently appropriate for physical training in the Royal Navy 

and strongly appealed to Commander C. 

The adoption of the Swedish system by the RNPTB was based on an 

innovation-authority decision taken by Commander C. Dissemination 

and implementation followed rapidly. Naval officers selected as 

Inspectors of Gymnasia who had received army gymnastic instruction at 

Aldershot based on MacLaren's system underwent a conversion course in 

Portsmouth on the principles and practices of the Swedish system. 

Sixty officers and men attended the first Swedish course in 

Portsmouth directed for the Royal Navy by an outside expert, Allan 

Broman, a 1883 graduate of the Royal Gymnastic Central Institute in 

Stockholm. Broman was a tantalizing figure who appeared intermitt-

ently in the field of physical training at the end of the nineteenth 

and early twentieth centuries. He was brother-in-law of Madam 

Bergman-Osterberg, the second Lady Superintendent of Gymnastics for 

the London School Board. Broman was also employed by the London 

School Board for a time circa 1884-1893. He assisted in the production 
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of one of the first naval handbooks on the Swedish system, viz. 

41 Principles and Practice of Educational Gymnastics • For his services 

to the RNPTB he was awarded a silver trophy by his Lordships of the 

Admiralty. On his death his widow returned the trophy and it is now 

housed in HMS Temeraire, the Royal Naval School of Physical Training. , 
The Swedish system was launched as a trial scheme in certain 

seagoing ships at the beginning of 1903. Based on the results of this 

pilot scheme the system was to be implemented in naval establishments 

and seagoing routines. The trial took place in the Mediterranean and 

Channel Fleets in selected ships of each type, viz:- flagship, 

battleship, first, second and third class cruisers. The numbers of 

physical training instructors borne in these ships were temporarily 

dOubled. Criticism was levelled at this apparent excess of Petty 

Officer instructors seemingly capable of only physical training 

activities. Typical criticism was voiced by the Admiral of the Channel 

Fleet, Vice Admiral F, who remarked: 

the introduction of a separate class of instructors into 
seagoing ships who contribute nothing to their fighting 
efficiency can hardly be justified42 • 

The implementation of the Swedish system of physical training was 

done in divisions43 for thirty minutes weekly until proficiency in the 

exercises was obtained. 44 Special 'setting up' classes were conducted 

for cases of underdevelopment, bad carriage, slouching habits and for 

those who showed want of attention. Evaluative testing included 

heaving on the horizontal bar, dipping on the parallel bar, jumping in 

the air and landing with style, and a subjective assessment of general 

appearance. Other evaluative procedures were carried out by 

Inspectors of Gymnasia who were instructed to identify defiCiencies, 

check the exercises were properly taught, keep records, and compile 

detailed monthly and quarterly reports. 
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The first quarterly returns submitted in early April 1903 from 

45 ships in the Channel Fleet were not very encouraging. Lieutenant G, 

Inspector of Gymnasia Channel Fleet, reported that the trial had not 

commenced until March 16th and had terminated March 31st 1903. The 

46 token gesture to the scheme is exemplified in his quarterly return 

partially illustrated in Table 9 below. 

Table 9 

Numbers of Boys and Men Undergoing Pilot Scheme of Swedish 

Physical Training and Hours of Instruction in Channel Fleet, 

March 1903 

Ship 
Ordinary 
Seamen 

EMS Majestic 142 

EMS Jupiter 27 

EMS Hogue t 

EMS Doris 102 

* scheme not yet 

t not available. 

Hours 
of 
Instr­
uction 

5.4 

2.0 

t 

2.6 

started. 

BoyS 

83 

91 

19 

16 

Hours 
of 
Instr­
uction 

5.5 

7.5 

3.5 

4.4 

Stokers 

20 

21 

29 

* 

The low values of instructional hours in Table 9 

are the non-commencement of physical training classes 

HMS Doris, and the setting up class on HMS Jupiter. 

also reported he had been unable to visit HMS Doris, 

Hours 
of 
Instr­
uction 

2.5 

3.0 

2.7 

nil 

Nos. in 
Setting 
Up 
Class 

12 

* 
5 

4 

are apparent, as 

for stokers on 

Lieutenant G 

and that 

HMS Pactolus had yet to join the Channel Fleet. Except for on the 

flagShip, EMS Majestic, there had been little opportunity to fully 

assess the capabilities of the physical training instructors. Two new 

instructors newly qualified under the recent reorganization were very 

good and keen, but of the incumbent instructor, presumably only 

conversant with the MacLaren system, it was thought he was incompetent 
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and too old to learn the new Swedish system. It was noted that the 

apparatus available for physical training was worn or deficient. 

Similarly, the reports on the trial from the Commanding Officers 

47 
of EMS Majestic, HMS Jupiter, HMS Hogue, and EMS Doris ,indicated 

the difficulties that physical training imposed on the training and 

operational routine of their ships. All Captains supplied details of 

the size of classes and numbers of boys and men instructed on fore-

castles and quarterdecks, but they also emphasized that other training 

such as anchor work, gunnery drills, and signals practice were 

seriously obstructed. The other major criticism was levelled at the 

status and role of the physical training instructors. It was not 

appreciated that the instructors were additions to complement to 

specifically direct and supervise physical training. Complaints were 

levied that the instructors could not perform the duties normally 

assigned to Petty Officers, such as Coxswain of Boats or Quartermaster. 

Another problem was the question of physical training for the older 

ratings who were apprehensive of taking exercise later in life and 

feared also ridicule from younger members of ships' companies. 

The opinions expressed by the Captains of the trial ships were 

48 endorsed by Vice Admiral F, Admiral of the Channel Fleet • He argued 

that gunnery and torpedo instructors had a definite role in the 

organiZation of a ship and important duties in action, but physical 

training instructors had none. Time and deck space were required for 

more important work, and he recommended that physical training be 

restricted to training ships and naval barracks. 

In countering this stiff opposition to the innovation, Commander C 

49 
pointed out that as the Swedish system became more established, less 

time and space would be required as instruction to the older men would 

be discontinued when the exercises had been learnt. If that was the 
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case it is difficult to appreciate the reason why older ratings were 

compelled to participate in the first instance. Equally difficult to 

understand is the proposed discontinuance when the exercises had been 

learnt, unless it was a placatory tactic in the face of resentment 

and opposition. In defence of his instructors, Commander C argued that 

the value of the Swedish system lay in the careful and intelligent 

employment of the exercises, and only the instructors had the 

specialist knowledge for conducting such work in seagoing ships. 

The particular stance adopted by Commander C was to a degree 

conciliatory, but sufficiently staunch to pursue successful implement-

ation. The trial period in the Channel and Mediterranean Fleets. was 

extended to continue in the spring and early summer of 1903. 

Facilities and staff resources in shore establishments and depots w~re 

increased. In the Portsmouth depot the drill shed was fitted out with 

Swedish apparatus. Swedish physical training of second class stokers 

was carried out on board HMS Nelson. At Chatham, Swedish physical 

training was conducted in the naval barracks. On boys' training ships 

the system progressed with an increase of the instructor complement. 

The majority of naval buildings employed for physical training were 

inadequate but by the middle of 1903 the design and provision of 

. 50 
gymnas~a were well advanced • Large quantities of fixed and movable 

apparatus, including Swedish beams, wallbars, springboards, mats, 

vaulting horses and boxes, were supplied to training establishments in 

51 the three major home ports of Portsmouth, Plymouth, and Chatham • 

52 Additionally, an important example of innovation adaptation to 

naval requirements was evidenced by the inclusion within the Swedish 

system of drills with light sheers and derricks for hoisting heavy 

weights, as it was reasoned that these particular seafaring skills 

should be preserved. Such work was referred to as repository drill, 
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and was taught by physical training instructors to boys and young 

seamen in training ships and depots. 

The second quarterly reports for the trial of the Swedish system 

53 in seagoing ships were more encouraging • In the Channel Fleet, 

difficulties were reported, but support for the system was evident. 

While instances were cited to encroachment on other instructional 

subjects, such as seamanship, the benefits of physical training were 

acknowledged. Improvements in the cheerfulness, appearance and 
, 

general bearing of seamen were highlighted. Particular difficulties 

were identified in third class cruisers where low freeboards and very 

limited deck space made physical training at sea very difficult 

except in very calm waters. 

The quarterly return for the Channel Fleet confirmed that the 

Swedish system was carried out more extensively for the period April 

to June 1903, as shown in Table 10 below: 

Table 10 

Numbers of Boys and Men Undergoing Pilot Scheme of Swedish 

Physical Training and Hours of Instruction in Channel Fleet, 

April-June 1903 

No. of Ordinary Hours Hours Hours 
Instr- Ship. Seamen of Boys of Stokers of 
uctors Instr- Instr- Instr-

uction uction uction 

4 EMS Majestic 123 18.5 74 19 20 5 

3 HMS Jupiter 28 8 80 18 20 2 

3 HMS Hogue nil nil 14 14 25 6 

2 EMS Doris 99 16 14 29 nil nil 

1 HMS Pactolus 17 17 16 27 nil nil 

Nos.in 
Setting 
Up 
Class 

variable 

.. 

.. 

.. 
nil 
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Compared to the initial trial shown in Table 9, the above values 

54 based upon the report and returns of Lieutenant G, Inspector of 

Gymnasia Channel Fleet, show vastly increased hours of instruction; 

but certain problems were apparent. Most disturbing was the fact that 

the majority of the remedial or setting up classes were mainly used as 

punishment periods for inattention and slackness. Regular classes for 

stokers were not possible, and difficulties were reported in doing 

apparatus work in ships especially the problem of stowage. Continued 

resistance to imposed and compulsory physical training was evident in 

EMS Hogue where classes for Ordinary Seamen were made optional until 

55 the Captain received orders to the contrary • Lieutenant G 

recommended that compulsory participation for senior ratings and men 

over thirty-five years old should be abolished. 

Similar values and conclusions were received by Commander C from 

the Mediterranean Fleet, from HMS Bulwark, HMS Implacable and 

HMS Vindictive at Lagos, HMS Aboukir at Valencia, and HMS Pandora at 

Gibraltar. The wide dispersal of adoption units made innovation 

implementation difficult, but on the basis of the pilot studies it was 

concluded that the Swedish system of physical training could be 

institutionalized within the Royal Navy. 

3. Innovation C. 56 The Introduction of Ju-Jitsu 

The idea for the martial art of ju-jitsu to be introduced into 

the naval physical training curriculum generated from several sources. 

In this country at the turn of the nineteenth century, ju-jitsu was 

increasingly being taken up in universities and public schools, and its 

57 general popularity was growing • Early in 1906, an officer in the 

Royal Navy, Commander H, submitted a proposal to the Director of Naval 
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58 
Intelligence for the adoption of ju-jitsu in the navy The lengthy 

justification was well reasoned with variegated arguments. 

Commander HIs main contention was that steam power had replaced 

seamanship and the manipulation of sails, masts and yards which had 

previously provided the necessary physical and mental preparation for 

operational readiness. It was argued that it was necessary to find 

some form of physical training to fill this void. He acknowledged that 

various systems had been tried and some adopted, but it was maintained 

that the majority of these took the form of drill and as such did not 

impart the same benefits of seamanship and sail. 

In following this argument it is well to remember that the newly 

formed RNPTB was but four years old and this was a marked criticism of 

the Swedish system and of the Physical Training Branch itself. This 

criticism was not isolated. Medical oPinion59 within the navy thought 

that certain exercises in the Swedish system impeded respiration and 

circulation, and even with only slight pitching and rolling of a ship 

the majority of exercises were quite impossible to perform. The 

instructional handbooks were too complicated, and there was doubt about 

the wisdom of physical training conducted in dusty gymnasia. 

Commander H strongly argued that physical training as then 

practised in the Royal Navy was not greatly appreciated by the men as 

it was too mechanical. This argument was succinctly demonstrated by~ 

We have not found a physical exercise which is good for 
training men to fight. What is required is that the brain 
is trained to perceive, estimate the extent, and provide a 
remedy for danger •••• the body should be trained to carry 
out automatically the rapid directions of the brain60 • 

To strengthen the case for ju-jitsu, supportive accounts and 

descriptions by Naval Attach~s were taken from The Russian-Japanese 

61 
War Reports to illustrate the advantages of skilled lighter men 
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against heavier opponents. This line of argument was relevant and 

persuasive for two reasons. Firstly, national concern had been 

recently expressed in public and parliamentary debate on the physical 

62 deterioration of the populace that led to a governmental inquiry • 

Secondly, within the navy there was a well held sentiment among many 

older and senior officers that serving personnel were not as tough as 

or imbued with the fighting qualities of their forbears. For many the 

vast technological advances in the navy had not altered their view63 

of the sailor as a fighting man as opposed to a technical specialist. 

Bayonet fighting and cutlass drills were regarded as invaluable, and 

64 naval brigades and boarding parties were held in high esteem • High 

ranked scepticism of the Swedish system and recreation provision, and 

support for such activities as ju-jitsu which inculcated fighting 

qualities was endorsed by: 

importance and 
every way tend 
They certainly 
Sailors' Homes 

usefulness of these manly exercises that in 
to develop our business which is fighting. 
deserve more 
and Football 

the men under my command at 
ating in all that makes for 

encouragement than Canteens, 
Matches, by the aid of which 
Portsmouth are fast deterior­
a fighting man65 • 

To counter this type of opposition, Commander H cited the opinion 

of Admiral Kamimora of the Japanese Imperial Navy: 

However expert a man may be in the technical education of 
a navy, his service counts very little in time of war if 
he lacks presence of mind •••• ju-jitsu develops a man's 
physical power and agility but also tends to make him 
resourceful in meeting all kinds of emergencies and 
surprises66 • 

Reference to Japanese opinion, the world's foremost exponents of 

the martial arts, was significant in the international relationships 

that existed at that time. In the aftermath of the Boxer Rising in 

China in. 1900, the Anglo-Japanese alliance of 1902 aimed to secure the 

balance of power in the Far East. In the Japanese-Russian War 1904-05, 

the effectiveness of the Imperial Japanese Navy resulting in the 
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crushing defeat of the Russian fleet in the Straits of Tsushima was in 

great part due to British built warships and operational training 

directed by the Royal Navy. Consequently in Japan the Royal Navy was 

held in high regard, and a strong Japanese Naval Attache legation in 

London nurtured close and cordial ties with the Admiralty and Royal 

Navy in this country. 

Other Subsidiary arguments to support ju-jitsu pointed out the 

simplicity of equipment and the easy storage of mats, the possible 

uses by ships' police, and that the activity promoted the discipline 

of temper. To aid the innovation-decision process, Commander H 

enclosed six copies of a ju-jitsu textbook recommending their 

distribution to the Second Sea Lord, the Inspecting Captain Boys' 

Training Ships and others, including Commander I who had just succeeded 

Commander C as Superintendent of Gymnasia. In conclusion Commander H 

personally recommended ju-jitsu having participated for five months, 

and suggested sending physical training instructors to the ju-jitsu 

school in Oxford Street, London, or procuring ju-jitsu instructors to 

initiate the activity in the navy. 

67 Commander l's reaction to the proposal was cool and defensive, 

and he pOintedly noted the extent of Commander H's personal experience 

of five months! He emphasized that the question of introduCing ju-jitsu 

into the navy had been under consideration for over a year. During that 

time the Oxford Street School of Ju-Jitsu had been visited, communi cat-

ions established with officers serving in Japan, displays had been 

Witnessed, and the report of an officer who had attended a one month's 

jU-jitsu course had been considered. He submitted that ju-jitsu had no 

claim to be compared with the Swedish system and defended naval physical 

training by this poignant remark that has contenporary significance: 
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If the principle of training and exercising men in small 
parties throughout the day is adopted, if the responsibility 
of Divisional officers and Petty Officers is recognized, and 
physical training and exercise routines are authorized in 
all Squadrons by Commanders-in-Chief, the irksomeness will 
cease, widespread ideas will be involved and the popularity 
of personal exercise will be largely increased68 • 

Commander I suggested that ju-jitsu was an interesting form of 

game or sport likely to appeal to all ranks as a recreational amusement, 

and well suited te take its place in the curriculum along with bayonet 

fighting, wrestling, boxing and fencing. He argued that these latter 

activities were of old established English origin and as such should 

not be abandoned lightly for a foreign sport. However it was conceded 

that any activity likely to enlist individual keenness and desire to 

keep fit was worthy of consideration, and he suggested a feasibility 

study prior to a decision to adopt ju-jitsu in the navy. 

There is limited information on the feasibility study or the 

innovation's implementation and evaluation. An outside expert, 

M. Kimotsuki, formerly a ju-jitsu instructor at the Japanese Naval 

College, was appointed having been recommended to Captain S. Nicholson, 

Assistant Director of Naval Intelligence, by Lieutenant Commander 

Kogo Sate, Japanese Assistant Naval Attache in London. 

69 Basic equipment sufficient for sixteen particpants was purchased • 

Ju-jitsu coaching to physical training instructors was given three 

times weekly at HMS Excellent, Royal Naval Gunnery School and the Royal 

Naval Barracks Portsmouth between October 2nd and December 20th 1906. 

70 Private fee paying classes,were held in the evenings • 

At the beginning of January 1907 a further sum of £75 was granted 

to extend the tuition to the end of March 1907. A policy of self-

71 sufficiency was established with the proposal to appoint the best 

naval physical training instructor to the Staff of the Royal Naval 

School of PhYSical Training at the end of this period. 
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The evaluation was subjective, but Commander I's carefully worded 

assignment of category and status to ju-jitsu should be noted: 

The introduction of ju-jitsu into the course of Physical 
Training Instructors has been attended with success. 
I consider this form of wrestling as a valuable recreative 
adjunct to Naval Physical Training in developing activity 
and muscular quickness, and in training men to be 
resourceful and quick in combined mental and physical 
alertness. I believe it will be a popular form of 
recreative amusement amongst the men of the Fleet72 • 

4. Innovation D. The 90t System 

At the outbreak of World War One in 1914 the Royal Naval School 

of Physical Training in Portsmouth was converted into a convalescent 

73 hospital , and physical training instructors were drafted to gunnery 

duties in the fleets. Before the end of the war in 1918, a few 

instructor qualifying courses were resumed by Commander J and a 

skeleton staff of 'Hostilities Only' instructors. As a formal organiz-

ation the RNPTB did not exist, and it was only after hostilities had 

ceased that an attempt was possible to restore the RNPTB as a full-

time naval department. 

With the return to peace the Royal Naval School of Physical 

Training was reopened in 1918 and a committee convened by the Second 

Sea Lord to consider the future development and reorganization of naval 

physical training, sport and recreation. The convening of the 

conference was in itself an innovation as from its inception in 1902 

the curricula and administrative poliCies of the RNPTB had been decided 

74 by authoritative innovation-decisions taken by Superintendents of 

Gymnasia subject to Admiralty approval. 

The conference was unanimous that the time was most opportune to 

75 redevelop the RNPTB on wider and more progressive lines • The source 

of the idea to innovate is not difficult to identify. The salient 

influence was the experience gained in the war which had demonstrated 
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that physical training was of national importance, a sentiment shared 

and expressed by the Board of Education in their official Syllabus of 

Physical Training for Schools 191976 • Backed by medical opinion, 

physical and recreational training had been widely implemented in the 

British Army during the war. The role of graded physical training 

78 and recreation in recruit and battle training was acknowledged , and 

in the prestigious medical journal The Lancet, the recuperative 

characteristics of sport and recreation in the treatment of battle 

79 fatigued personnel were cited • Within the navy, during th~ war it 

was apparent that 'Hostilities Only' ratings with little or no 

preliminary training required something more than naval drill to bring 

80 them to an acceptable standard of physical fitness and discipline • 

The end of the war and the prospective years of peace ahead were seen 

as the opportunity for the RNPTB to secure a fresh start. Large 

numbers of 'Hostilities Only' ratings and regular seamen whose service 

engagements had expired were in the process of being demobilized, and 

reorganization within the entire Royal Navy was anticipated. 

A physical training system that stimulated interest and produced 

81 mutual trust between officers and men was sought • Disturbances 

within the army in connection with demobilization delays were taking 

place even as the naval conference sat, and with the Scapa Flow mutiny 

only recently uppermost in naval minds, a system of physical and 
I 

recreational training that would secure discipline and have a steadying 

effect was seen as a panacea for any postwar" naval ills. 

The innovation subsequently adopted was a comprehensive package 

for naval physical training, sport, and recreation, derived from a 

rationale formulated by Commander J. The rationale was partly based on 

82 the concepts of Muscular Christianity , no doubt reflecting 
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Commander J's teaching experiences as Director of Physical Training at 

Eton, and partly from his training in the Swedish system at the Royal 

Gymnastics Central Institute in Stockholm. Commander J's ideological 

d 183. h mo e ~s s own in Figure 6. Two weeks after the naval conference'the 

same model, with minor adaptations, appeared in The Lancet underpinning 

84 a justification for a national system of physical education • 

Viewed from the perspective of present times the model is a 

solemnization of sport and exercise, and within it there is a degree of 

incoherence. A full assessment is hindered by the fragmentary 

-knowledge of Commander J himself. He was a close friend of Lieut-

enant D, the first Deputy Superintendent and Inspector of GymnaSia 

Portsmouth, with whom he left the Royal Navy to study at the Royal 

Gymnastics Central Institute. He succeeded Lieutenant D at Eton as 

Director of Physical Training when the latter joined the Board of 

Education as His Majesty's Inspector for Physical Training. Like 

Lieutenant D he rejoined the Royal Navy at the outbreak of war in 

1914, but unlike his friend who went on to reach the rank of Captain 

and the distinction of winning the Distinguished Service Order, he 

spent the war in Portsmouth on curtailed physical training duties. 

These events can be attributed to the fortunes of war and in no 

way reflect his ability. There is testimony of Commander J's energy 

and administrative ~ki1l85 resulting in over 31,000 seamen in the war 

Y f 1 i 
. 86 ears Success ully passing nava sw ~ng courses • At the time of 

the 1919 conference he was the most experienced officer in naval 

phYSical training and the value of his model must be judged in the 

context of its own times. To the officers contemplating changes in 

naval phYSical training, sport, and recreation, and were mindful of the 

current civilian and military unrest, the comprehensive package was 

87 
impressive and a participative authority-innovation decision secured 

its adoption. 



f'iqure~ 

Commander J's Rationale for Royal Naval Physical,Recreational and Morale Training 1919 

,-- Physical. Recreational and Morale Training 
I 

Physical Recreational Morale , I I ,-- I I 
Preventative Constructive Continuative corrective' Psychology Physiology 

I I I 
Hygiene Activity OrthopaediC 

Physical 
Drill 

Exercises Gymnastics 

Controlled Controlled Applied 
Exercises Games Subjects 

I ,-- ---r------I 
Development of S",iDlling and Advanced 
the Fighting Life saving Apparatus 

Spirt t vork 
...a. r -~ 

r 
Boxing Fencing wrestling Bayonet Athletics Aquatics Boat 

Fighting Pulling 
Field 
Games 

Ship 
AIIIusements 

I 

1 
Discipline by 

Interest 

,--- -1 

I. 
Don't play foul 
Don't chuck up the sponge 
Go all out to vin I 1. 

Rules 2. 
3. 
4. Play for your side and not yourself. 

II. Requirements. Ttte Achievement of the Highest 
Human ~ndurance through 

I Simplic1 ty 
III. Acquired by I Attractiveness 

! 1. 2. 
3. 
4. 
5. 

GameS and Singing Dancing 

THE G1\ME OF LIA 
Past-times 

.. .. .-
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Health Full Bodlly Movement - Activity Exercises 
Sentilllent Song and Dance I Recreational Training 
Happiness Amusement 9o, Principle 
comradeship 

IV. Result - Mental and PhysIcal Activity leadinq to ~erfect Morale. 

..... 
W 
0'\ 
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The scheme was based on two simple premises. The first implied 

that if the innovation was adopted in its entirety it would serve as 

an agent of change. Shades of Muscular Christianity are evident in 

the claims that certain physical and mental benefits would accrue to 

secure a perfect state of morale. Underpinning this assumption was 

the second premise that reasoned that only 10% of a given population 

excelled in sport, and in the past only the needs of this minority 

had been catered for. The system was therefore regarded as a new 

incentive to include the remaining 90% in a wide range of physical 

and recreational activities 88 • Because of this latter assertion the 

scheme was referred to as 'The 90% System'. 

Certain other aspects of The 90% System as delineated in 

Figure 6 require explanation. Physical drill was seen as the narrow 

interpretation of the Swedish system practised by the RNPTB in the 

pre-war era. Preventative, constructive, continuative and corrective 

activities were regarded as necessary to secure and maintain phYSical 

fitness. Constructive exercises were designed to secure fitness in 

the young, notably boy seamen and young ratings under training, while 

continuative activities were intended for other ratings in the navy. 

The term 'contrOlled exercises' was intended to convey the correct 

interpretation of. the SWedish system, while 'controlled games' were 

viewed as having character forming values. The development of 

fighting spirit was sought. Massed singing and dancing were included 

89 to develop patriotism • psychology was listed as promoting a better 

understanding between junior officers and men. The rules, require-

ments, and the result, as expressed in the model are the ethics of 

Muscular Christianity translated into colloquialisms of the navy. 

A brief explanation of The 90% System scoring schema is 

necessary. To encourage both personal keenness and collective effort 
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the scoring sytem consisted of two major components. A 'Score for 

Energy' based on the number of personnel from a division who entered 

a competition was added to a 'Score for Skill' which was dependent 

on the level of performance achieved. Scores were calculated using 

the Simple formulae as follows: 

Score for Energy Divisional Number of Personnel Entered 
= Number of Divisional Personnel Available x 100 

to Enter 

A very good performance in an activity was taken as the fixed standard 

of skill in calculating the 'Score for Skill', viz: 

For a timed event: 

Standard Time Score for Skill = ~~~~~~~--~~~-- x 100 
Average Time for Division 

For a measured event: 

Score for Skill = Average Distance x 100 
Standard Distance 

Thus a Score sheet for a timed 90% System one mile race competition 

might read as shown in Table 11. 

The implementation of the 90% System, which contained both 

phYSical training and recreational activities, depended greatly on the 

divisional system within the navy being effectively utilized. These 

implementation strategies and procedures are now examined. 

At the ship or establishment level the 90% System was introduced 

through a recreation executive committee comprised of: 

President 

Vice President 

Secretary 

Treasurer 

Members 

Commanding Officer 

First Lieutenant 

Ship's Chaplain or Medical Officer 

Accounts Officer 

Divisional Officers and one rating 

from each division. 



Table 11 

~~"I>.le Score Sheet for 90" System One Mile In_l:er Vi visional Race CompeU tion 

Score for Ener.!ll. Score for Ski 11 

Division Number in Number Number Number of " Score for Total /lverage 
Division Sick Available Entrants Entrants Energy Time Time 

(sees) (sees) 

Forecastle 90 10 80 50 50 " 100 62.5 15350 307 
80 

Qllarter 
60 " 100 

Deck B6 6 80 60 
80 

75 20400 340 

RoyAl 
65 " 100 Marines 70 5 65 65 100 22685 349 

65 

Stokers 100 10 90 IlO 80 " 100 08.8 26240 328 
90 

Standard " of 
Time Points 

(sees) 
Scored 

300 
300 x 100 

307 

300 x 100 
300 340 

300 " 100 300 
349 

300 
300 )( 100 

328 

Score for Final 
Skill Score 

97.72 160.22 

08.24 163.24 

85.96 185.96 

91.46 180.36 

Order of 
Merit 

4 

3 

1 

2 

..... 
W 
\0 
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At the divisional level,similar committees were formed whose main 

functions were to make known their own requirements, develop 

recreation schemes, and disseminate information. Comprehensive 

instructions for successful implementation were contained in an 

90 official Handbook of Physical and Recreation Training ,but no data 

is known to exist by which the degree of implementation can be 

ascertained. 

Within the RNPTB the innovative activities to implement the 90% 

System Were comprehensive and sometimes radical. In the latter 

category was the elevation of the supervisory staff to the level of 

91 a naval directorate headed by a Captain • A deputy director with 

the rank of Commander was appointed, and an officer of similar rank 

was gazetted as Commanding Officer of the Royal Naval School of 

PhYSical Training. This elevation to directorate level was important 

as it carried implications for branch autonomy, enhanced status, and 

finance allocations within the naval monetary estimates. The Royal 

Naval School of Physical Training became a separate establishment 

from the Royal Naval Barracks Portsmouth, although it remained as a 

lodger unit for victualling purposes. Officers and men appointed to 

or training at the Royal Naval School of Physical Training were exempt 

from all routine duties at the naval barracks. Further recognition 

was gained by physical training as a naval specialism in its own right 

by the DNPTS being granted the discretion to make drafting appointments 

for its own personnel. 

The main barrier obstructing the implementation of the 90\ System 

was the acute shortage of personnel qualified in physical and 

recreational training brought about by the operational priorities of 

the war. To overcome this shortfall,all officers and senior ratings 

with physical training qualifications were called upon to volunteer 



141. 

for requa1ifying courses. Men on expired engagements and those who 

had returned to the navy for the hostilities were asked to extend their 

service engagements. Ten Warrant Officer ranks for physical training 

were instituted, and pay and distinctive badges and insignia brought 

into line with. other specialist naval departments. Gymnasia were 

overhauled and refurbished. Naval medical officers attended courses 

at the Royal Naval School of Physical Training, and Commander J was 

retained in an advisory capacity for six months until a nucleus of 

officers and instructors had been trained in the 90% System. 

A major innovative feature of the 90% System was the formation of 

a central committee to promote and administer naval sport and 

92 recreation • While such a concept was new to the Royal Navy, similar 

committees were already operating in the Army and Royal Air Force. 

A performance gap was seen by the need to coordinate existing 

organiZations that intermittently promoted naval sport and recreation. 

Some control measures over the administration and distribution of non-

public funds were necessary. Assistance was also needed to obtain and 

provide for the upkeep of recreation grounds that were urgently 

required at some training establishments and home and foreign ports. 

A critical shortfall in recreation ground provision was anticipated as 

the 90% System was implemented and adopted, and a governmental grant 

was thought necessary to meet the initial expense in launching this 

feature of the innovation. 

Treasury opposition to this particular aspect of the 90% System 

93 was vigorous , and based on the grounds that the pay of the officer 

appointed to oversee the committee's administration should not be drawn 

on public funds. This barrier was removed by the allocation of these 

supervisory duties to the Assistant Director of Physical Training. 

Further public expenditure was also seen to be saved by making the 
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committee conjointly responsible for sport and recreation in the Royal 

Marines. Thus the Royal Navy and Royal Marines Sports Control Board 

(SCB) was formed
94 

in June 1919, with the Second Sea Lord as President 

and the Assistant Director of Physical Training as Secretary. 

Implementation was rapid and effective. Recreation clubs were 

formed in ships, shore establishments and ports. Different sports and 

recreational activities were categorized as official or unofficial for 

financial support purposes. Reports from sport and recreation 

committees testify to the progress and improvements that were made in 

the provision of resources95 • Maintenance was carried out to existing 

facilities, and increased funds from public money made for the hire, 

96 upkeep and purchase of naval sports grounds • Improved transport 

arrangements were instituted to convey naval competitors to inter-

service competitions and Royal Navy championships. Allocations of 

sports equipment and theatrical properties were made to ships, and 

assistance given in the purchase of film projectors and loan of films. 

Four thousand SCB handbooks and port guides were produced for 

distribution among naval personnel. A measure of the innovative 

activity may be gleaned from the non-public sum of £35,000 collected 

from officers and men and expended in the first two years of the SCB's 

97 operations • 

5. Innovation E. An Attempt to Form a WRNS Physical Training Branch 

A consequence of peace in 1945 and the reorganization of the Royal 

Navy after the Second World War was the unsettled future of the WRNS. 

First established in the First World War for two years between 1917 

and 1919, the small women's naval auxiliary performed valuable duties 

that permitted more men within the Royal Navy to be released for 

ti 98 ac ve service • In July 1939, key personnel were engaged by the 
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Admiralty to implement the revival of the WRNS when war once again 

threatened Europe. By September 1944 the numerical strength of the 

WRNS reached its peak with some 75,000 officers and ratings serving in 

ninety trade categories in fifty specialist branches. The wartime 

99 roles and achievements were impressive , but even before the end of 

the war in 1945 reduction proceeded with certain categories declared 

redundant and the future of the whole service was uncertain. 

The Admiralty's decision to retain a small permanent force was in 

large measure based upon the WRNS's outstanding war record. It was for 

a projected peacetime service of some 9000 officers and ratings that a 

small committee was appointed in 1947 to investigate the requirements 

to develop physical training, sport and recreation for female naval 

personnel. 100 The committee's terms of reference required it to 

establish the most suitable method of achieving a high standard of 

physical fitness, keenness and efficiency in games, together with 

recommendations for staff training. 

The pressures within the WRNS initiating the need to innovate can 

be identified. The introduction of compulsory physical training was 

thought to be undesirable, but there was a requirement for more 

recreation and to raise the standard of competitive sport. A large 

proportion of personnel had no exercise, there was a lack of coaching, 

and little provision for the promotion of recreational activities. It 

was a struggle to produce teams to represent the WRNS in the women's 

inter-service sports competitions. There was a dearth of qualified 

coaches, and the task of promoting sport and recreation fell on 

unqualified off~cers working unaided in difficult conditions. 

The underlying causes for this state of affairs can be attributed 

to personnel changes in the transition from war to peace. During the 

war years a number of traditionally trained women physical education 
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specialists joined the WRNS and were employed in training establish-

ments and ports to conduct physical training and organize sport and 

recreation. By 1947 these specialists had left the service except for 

a few senior officers engaged in administrative duties not connected 

with physical training and sport. Additionally, a large number of 

young women entering the WRNS in the immediate postwar era had little 

or no opportunity to play games during the hostilities and many were 

apathetic to sport and recreation because of this lack of particip­

ationlOl • 

A significant activity of the committee appointed to investigate 

physical training, sport, and recreation for the WRNS was the search 

for information from external sources possessing specialist knowledge. 

Visits were made to the Royal Air Force School of Physical Training, 

102 and the Auxiliary Territorial Service (ATS) School of Physical 

Training at Aldershot1 and discussions held with ATS personnel and 

. 103 
officers of the Women's Auxiliary Air Force (WAAF) on training 

methods and organization. Consultations were held with the Central 

Council for Physical Recreation and with the Principals of the women's 

physical education specialist colleges at Dartford and Bedford. DNPTS 

and the staff of the Royal Naval School of Physical Training were also 

consulted, and the views of personnel serving in the WR~S were 

obtained. Unfortunately the opinions of the latter are not documented, 

but it is relevant to consider the postwar state of the physical 

training branches in the ATS and WAAF as they were most influential in 

the information seeking and problem solving processes. The information 

for this assessment is drawn from PRO/ADM/l/20822. 

Staffed by forty commissioned officers who were college trained 

physical education specialists, the ATS had operated three schools of 

physical training during the war to qualify women from the ranks as 
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instructors. Outwardly this formal organization appeared strong and 

effective, but the introduction of compulsory physical training in 1942 

had created many problems. There were difficulties of releasing women 

in working hours because many Commanding Officers were never convinced 

that physical training had sufficient beneficial effects to justify 

the time it required. Where leave from work was refused,it was done as 

a duty in spare time that generated some resentment. Where permission 

was granted, compulsory physical training often proved unpopular because 

it lengthened the working day. Some form of physical activity was 

considered necessary because of the pre-eminence of sedentary 

. occupations in the ATS, but mandatory physical training, limited time 

allocations, and a lack of equipment and facilities due to wartime 

restrictions had created dissonance. 

In the postwar rundown, physical training in the ATS fared badly. 

At the time of the WRNS committee's investigation the number of ATS 

physical training staff had been drastically reduced. One college 

trained specialist combined a ph~sical training adviSOry capacity at 

the War Office with inspection duties for the whole ATS together with 

titular headship of a small school of physical training. This remain-

ing school was administered by a young non-specialist officer who was 

about to leave the service without replacement. Trainee instructors, 

who were often nominated rather than volunteers, returned to their 

units in original trade categories. Further qualifying courses were 

necessary to become full-time instructors. The WRNS committee thought 

both the ATS staff instructors and trainees were very young and 

inexperienced. The instruction appeared elementary, and it was 

104 
concluded that the future outlook for physical training, sport, and 

recreation in the ATS was bleak. 

Postwar physical training provision in the WAAF afforded a vivid 
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contrast. Physical training was not compulsory although Commanding 

Officers were empowered to order it if they wished. WAAF physical 

training staff instructors were an integral part of the exceptionally 

well equipped Royal Air Force School of Physical Training. Facilities 

comprised of a modern well kept swimming pool, large gymnasia, and 

well designed major and minor games areas. The physical training 

instructor category in the WAAF was a full-time trade specialism, and 

all trainee instructors were volunteers. The WAAF section of the Royal 

Air Force Physical Training Branch was under the command of WAAF 

specialist physical education officers. 

An effective and permanent organization for the WRNS such as 

existed in the WAAF was an attractive innovation. The WRNS committee's 

proposals for such an innovation emphasized the requirement was for 

sport and recreation as opposed to 'physical jerks', and included all 

major games for women, and sailing, dancing, fencing, swimming, 

together with classes of recreative exercise. It was considered 

extremely important that any scheme approved should be administered, 

supervised and implemented by qualified women. To this end it was 

proposed that a small nucleus of seven WRNS officers should be 

responsible to the Director WRNS for the training and supervision of 

instructors, and for the promotion of sport and recreation of women 

serving within the naval commands. The chain of command and duties 

of this specialist nucleus is shown in Table 12. 

Direct entry recruitment was envisaged to fill these officer 

appointments with women who had successfully completed a three year 

specialist course at a recognized female physical education college. 

To ensure some teaching experience, applicants were to be no less than 

twenty-five years old, and to be primarily interested in adult 

recreation. Salaries were to be slightly higher than the current 
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Table 12 

Proposed Chain of Command and Duties of WRNS Specialist Physical 

T " Off' 105 ra1n1ng 1cers 

Appointment and Duties Complement Required 

Staff of Director WRNS 1 WRNS First Officer 

Supervision and Instructor Train-;- -----
ing Duties 1 WRNS Second Officer 

Naval Command WRNS Sport Officers:-

Home Command 2 WRNS Second/Third Officers 

Nore Command 1 WRNS Second/Third Officer 

Devonport Command 1 WRNS Second/Third Officer 

Portsmouth Command 1 WRNS Second/Third Officer 

Burnham Scales for teachers. It was thought that the most able women 

specialists would be attracted to the appointments, a view shared by 

the Principals of both Bedford and Dartford Colleges of Physical 

Educationl06 • The committee also expressed a strong conviction that 

such officers should not be expected to take naval squad drill or act 

as Entertainment Officers. The allocation of such duties during the 

war to officers qualified in physical education had discouraged them 

and driven them out of the service. 

It was estimated that some fifty female ratings in the physical 

and recreational training category would be required to ensure no WRNS 

unit was beyond the reach of regular leadership and instruction, and 

107 numbers to be borne on complements were recommended • Volunteers 

were to be drawn from all WRNS trade categories to ensure trainees of 

the highest quality, and promotion to Leading Wren on qualifying and 

possible advancement to Petty Officer Wren were requested. 

A recommendation that the approach should be the same as 

practised in the WAAF, and that the Air Ministry should be approached 
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to help was a significant one. ostensibly it was argued that using 

WAAF physical training staff to assist in the training of the first 

batch of WRNS instructors would allow some assessment of the scheme 

before formulating long term policy. However there was a strong wish 

on the part of the all female committee to avoid any possible 

dominance or male orientation from liaison with the RNPTB. 

The most revolutionary aspect o'f the innovation was the proposal108 

to establish a Women's Combined Services Physical and Recreational 

Training School. Part of the justification for this idea was that once 

the complement of fifty WRNS ratings had been trained, then replacement 

and refresher courses alone would hardly justify the maintenance of a 

physical training school exclusively for the WRNS. A combined school 

would be very economical for the three women's services and would 

ensure all round high standards. The committee was very attracted to 

this concept and believed a scheme of instructor training could be 

devised to meet the requirements of the three women's services. 

109 The innovation received a mixed reception from the Admiralty 

Board, and DGNMT and DNPTS, the naval directorates concerned. While 

it was agreed that the WRNS should have organized sport and recreation, 

it was debatable if there was sufficient full-time employment for a 

speCial category of WRNS physical training rating. The Director of 

Naval Manning saw no reason why male instructors should not instruct 

and organize WRNS sport and recreation. 110 
He indicated support for 

the direct entry of three qualified physical education officers into 

the WRNS, but argued that the formation of a new physical training 

branch and trade categories would constitute an overload on the naval 

financial votes that could not be justified. A combined school of 

phYSical training for the women's services was rejected as a complex 

idea demanding high initial capital expenditure and intricate inter-

service budgeting. 
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111 Captain K, DNPTS, at some length argued it would require at 

least five qualified officers to establish a satisfactory and efficient 

physical and recreational branch in the WRNS. Further innovation 

gatekeeping strategiesl12 are evident in his suggestion that a limited 

number of serving WRNS officers and ratings should undergo short 

courses at the Royal Naval School of Physical Training to enable them 

to function as part-time sports officers and organizers. 

Captain K~s proposed radical modification was far removed from 

the innovation in! tiators I concept of a permanent and specialist 

branch in the WRNS, and it exemplifies the power of DNPTS as the 

decision unit in naval physical training, sport and recreation policy 

making. 113 Director L of the WRNS had no alternative but to regret 

the apparent stringent manning decisions that for the sake of two 

additional specialists precluded the formation of a physical and 

recreational branch in the WRNS. Faced with little alternative she 

opted for the unsatisfactory compromise of short courses at the Royal 

Naval School of Physical Training that would provide part-time sports 

officers and organizers. 

6. A Consideration of Common Features 

This section attempts to draw together some of the common features 

of the change processes that have characterized the RNPTBls previous 

innovative activities, namely:-

Innovation A. The Formation of the RNPTB. 

Innovation B. The Adoption of the Swedish System. 

Innovation C. The Introduction of Ju-Jitsu. 

Innovation D. The 90% System. 

Innovation E. An Attempt to Form a WRNS Physical Training Branch. 
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There are several inherent difficulties in trying to focus on the 

processes of innovation. Foremost is the lack of a rational and 

convincing model which articulates the dimensions of innovation in 

general or universal terms. A further difficulty stems from the fact 

that the activities considered here consist of different types of 

innovation. For example, innovations A and E were organizational or 

structural changes, C was an innovation of curriculum content, 

B contained changes of method and content, while D was an innovative 

package with structural, method and content changes. The innovations 

are widely separated in time over a period of some forty years and 

unavoidably there is a high degree of artificiality when considering 

an innovation in isolation from its social context. The task of 

comparing these different kinds of innovation is therefore difficult 

and can only be justified as an exploratory strategy to detect common 

innovative patterns and change processes within the RNPTB. 

A convenient starting point from which to identify and consider 

some common features is an examination of the idea generation 

proposals which initiated the changes. 

In keeping with the established procedures of a formal organizat­

ion Such as the Royal Navy, all the proposals without exception were 

formally written submissions containing lengthy justifications for the 

innovation in question. This formal and detailed approach character­

ized all the proposals irrespective of innovation type. Within the 

arguments contained in the submissions, several common themes are 

identifiable. 

A COmmon and substantial theme was the emphasis laid on the 

benefits that would accrue to the navy. These benefits ranged from 

increased physical fitness as argued in innovation B with the adoption 

of the Swedish system, enhanced discipline through participation in 
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jU-jitsu in innovation C, and heightened morale from innovations 

A, B, C and D. Throughout the explicit expectation was that the 

particular innovation would improve some personal quality that would 

increase the operational efficiency of the navy as a fighting 

organization. 

A second apparent theme lay in the reassurances embodied in the 

proposals that the changes would not adversely affect or disrupt 

existing work routines, or at least that any disruption would be minimal. 

These reassurances were aimed at two levels of the naval hierarchy. 

Firstly, at the highest level the Admiralty Board who ultimately approve 

or disapprove all innovation decisions within the navy. Secondly, at 

the middle management level, such as Commanding Officers, on whose 

goodwill the successful implementation depended, particularly 

innovations requiring time allocation alterations. 

A remarkable feature of the proposals considered here is that none 

of them, not even those for innovations B, C and 0 concerned with method 

and content, originated from within the RNPTB. The adoption of the 

Swedish system came from a suggestion by the Royal Naval Attach~ in 

Stockholm. The idea for ju-jitsu in the naval physical training 

curriculum stemmed in part from a senior officer's participation in the 

114 sport, although some RNPTB innovative activities were initiated prior 

to his proposal. The 90% System was the idea of the officer most 

experienced in naval physical training after World War One, but the 

support strategies and embellishments that accompanied this innovation 

can be attributed to officers external to the RNPTB who had an interest 

and commitment to naval sport and recreation. Outside influences such 

as th . , 115 d' f ese ~rror and reinforce Rogers and Shoemaker s para ~gm 0 

external stimulation and the initiation of innovation in social systems. 
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A major difference in the origins of the proposals however needs 

to be noted. Innovations A and E concerned with organizational changes 

arose from proposals made by committees, whereas content and method 

innovations Band C were proposed by individuals. This difference of 

origin holds true for the innovation package D mentioned above, where 

the content and method aspects were suggested by an individual officer 

but the organizational changes for implementation came from committee 

proposals. 

Significant too in the innovation process was the confined nature 

of the input and reaction to idea generation activities. Circulation 

was limited to the Superintendent of Naval Physical Training and his 

deputy, and intermittently to a few officers external to the RNPTB 

who by their long association with naval sport and recreation were 

selected for occasional committee duties. Without exception all these 

officers Were executive GL category and as such were not physical 

education specialists. 

Lastly, a common proposal characteristic was the presentation of 

alternatives. Concomitant to this proposal pattern and within the 

limited circulation, the examination and articulation of arguments for 

and against each option formed an important aspect of RNPTB innovation 

processing. For example, in the proposal for innovation A, two 

possible schemes were suggested by which the RNPTB could be established. 

Even though scheme B which proposed the use of Royal Marine officers as 

Inspectors of Gymnasia was the most economical and therefore in most 

naval circumstances the one most likely to be acceptable, articulate 

arguments were made in favour of scheme A to maintain innovation 

exclusiveness to the Royal Navy. 

Information seeking activities with external agencies were common 

features during the idea generation and problem solving phases of the 
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innovations. Three types of knowledge function within the decision 

to innovate and the adoption of the most appropriate course of action. 

Awareness-knowledge commences when it is known that the innovation 

exists. 'Know-how'-knowledge consists of information to use an 

innovation, principle-knowledge is the understanding of the underlying 

116 theory 

Great variation in knowledge and understanding exists within 

innova tions. While it is possible to use an innovation wi th only 

'know-howl-knowledge, in the long term the lack of principle-knowledge, 

117 can adversely affect subsequent decision making and policies • In 

innovation A, other than awareness-knowledge of the physical training 

branches in the Army and Royal Marines, there is no evidence to 

suggest that these or other external agencies were consulted in the 

process of forming the RNPTB. However, in innovations, B, C, D and E, 

information seeking activities did take place. It is difficult to 

establish with any certainty the levels of knowledge reached, but in 

the main the consultations and appraisals were brief. For example, 

prior to the adoption of the Swedish system, several visits of short 

duration were made to European centres of physical education and the 

appraisal visit to the Royal Gymnastics Central Institute in Stockholm 

only lasted a week. 

Two other factors reinforce the doubt concerning the level of 

knowledge attained in innovation B. Firstly, no centre for the 

training of men in the Swedish system then existed in this country, and 

the officers involved in its early implementation in the RNPTB did not 

attend the Royal Gymnastics Central Institute until after they had left 

the navy. 

Stockholm 

Secondly, compared with the lengthy full-time courses in 

118 and in women's physical education colleges in England ,the 

retraining classes conducted for the RNPTB by an outside expert were 



154. 

only four weeks long. There are substantial reasons therefore to 

believe the levels of knowledge and understanding achieved were not 

high in the adoption and initial implementation of innovation B. 

In innovations D and E, the other armed services played signif­

icant roles as external agencies, but certain information gaps and the 

nature of these innovations precludes similar speculation about the 

levels of knowledge and understanding achieved. The formation of the 

SCB as an implementation strategy for the 90\ System was copied from 

successful administrative arrangements for sport and recreation 

operating in the Army. Information seeking activities characterized 

the attempts in innovation D to form a WRNS physical training branch. 

Consultations were made with both the ATS and WAAF (later WRAC and 

WRAF respectively), and it was suggested that WAAF expertise might be 

used to train the first WRNS instructors. 

The most effective use of external expertise and information 

seeking activities appears to have been pursued in innovation C which 

introduced ju-jitsu into the RNPTB curriculum. Supportive opinions 

were gathered from established authorities. A London school of jU-jitsu 

was visited and demonstrations witnessed. A RNPTB officer attended an 

intensive jU-jitsu course, and an outside expert was engaged to coach 

selected personnel over an extended period. 

Information seeking activities and help from external expertise 

appear to be facilitated where innovation parameters such as teaching 

method and content are highly visible and well defined. 

Only innovations Band C, concerned with the Swedish system of 

physical training and the introduction of ju-jitsu respectively, were 

characterized by pilot studies or trials before implementation. The 

SWedish system was launched as a trial scheme in ships of the 

Mediterranean and Channel Fleets in 1903. A significant feature was 
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the manipulation of the conditions under which the trial was conducted. 

The doubling of the numbers of physical training instructors on the 

ships selected for the trial in effect guaranteed its successful 

outcome. In innovation C the pilot study of ju-jitsu was carefully 

controlled in terms of personnel and time. The induction training was 

confined to sixteen RNPTB instructors over a two phased period of six 

months. The second phase of three months was condi tional upon 

satisfactory evaluation of phase one. Within this innovation, where 

reliance on external expertise was a prominent factor, a significant 

119 feature was the urgent policy of self-sufficiency • 

Evaluation attempts constitute a final feature of the RNPTB's 

previous innovative activities considered in this chapter. 

Annual inspections by a high status officer, usually of Admiral 

rank, formed the major technique by which the newly formed RNPTB was 

evaluated. The only early evaluation known to be available is the 

120 
report of the inspection carried out at the Royal Naval School of 

PhYSical Training in 1906, four years after the formation of the RNPTB. 

This evaluation approach was essentially impressionistic and subjective. 

Comparisons were drawn with the large well equipped gymnasia at the 

Army School of Physical Training at Aldershot and it was concluded that 

RNPTB facilities were inadequate. Difficulties of class scheduling and 

overcrowding were cited and the shortfall in swimming provision was 

noted. Selected RNPTB officers received commendations for their work 

and it was concluded that zeal and enthusiasm pervaded the organization 

and implementation of naval physical training. The highlighting of 

deficiencies together with personnel recommendations, suggests that 

some of the evaluation was 'self-report', being based on accounts 

s"ubmi tted by the RNPTB to the inspecting officer. 
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A subjective report concluded that the innovation of ju-jitsu had 

121 been satisfactorily implemented • No evaluations of the 90\ System 

were found by this writer, but within the naval system that requires 

reports to be submitted to the next highest level throughout the 

organizational hierarchy it may be concluded that evaluation attempts 

were made on innovation c. 

In innovation B, simple criteria of numbers of personnel and hours 

of instruction received, supplemented by subjective assessments of 

improvement in cheerfulness, appearance and general bearing, formed the 

122 evaluation base of the Swedish system • 

123 In summary, 'an adaptation of Tushman's model of innovative 

phases and key communication domains was used to examine the dimensions 

of idea generation, problem solving, and dissemination and implement-

ation of previous innovative activities of the RNPTB. The selected 

previous innovations were:-

Innovation A. The Formation of the RNPTB. 

Innovation B. The Adoption of the SWedish System. 

Innovation c. The Introduction of Ju-Jitsu. 

Innovation D. The 90\ System. 

Innovation E. An Attempt to Form a WRNS Physical Training Branch. 

Additionally, the common features within the innovation processes 

consisting of the proposals, external consultations, pilot studies and 

evaluation procedures were identified and examined. In this consider-

ation it was established that the proposals, which were lengthy and 

highly formalized, did not originate within the RNPTB. Organizational , 

innovations arose from committee proposals, whereas innovations of 

content and method were proposed by individuals. Most previous 
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innovation proposals were characterized by various alternative options, 

and the limited input to idea generation activites was noted. Three 

types of knowledge function within the innovation decision were 

identified but definite levels of knowledge within the innovative 

activities were not established. It was suggested that information 

seeking was facilitated where innovation parameters were well defined, 

and it was concluded that evaluation procedures were not strongly 

operative or effective. 
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Chapter Six 

Recent Innovative Activities 

1 In this chapter an adaptation of Tushman's model of key communicat-

ion domains and the innovation phases of idea generation, problem 

solving, and dissemination and implementation, is again used to examine 

recent innovative activities of the RNPTB. To aid referral, innovations 

are coded, and the identities of closely involved personnel are safe-

guarded in a similar manner. Ranks are retained as indicators of power 

and status, but in this chapter it is also necessary to distinguish 

between General List (GL~ officers in transient positions of naval 

command, and specialist physical training (SO) officers who permanently 

serve in the RNPTB. As indicated in Chapter Five, the expedient 

criterion employed to differentiate between recent and previous innovat-

ive activities is a temporal one. The recent innovations selected for 

examination are:-

l. Innovation F. The Replacement of the Swedish System. 

2. Innovation G. The Attempt~ to Amalgamate the Armed Services' 

Physical Training Branches. 

3. Innovation H • The Integration of WRNS Instructors int~, the RNPTB. 
...... 

4. Innovation I. The Introduction of Physical Fitness Testing. 

5. Innovation J. The Recreation Manager Concept. 

1 .. Innovation F. The Replacement of the Swedish System 

An examination of the pressures and forces that brought about the 

replacement of the Swedish system in naval physical training in 1967 is 

a convenient starting point, because as viewed from the perspective of 

post Second World War social and educational change, the system was an 

anachrOnism. Contemporary educational theories stressed freedom and 



...... ~ 

166. 

choice, creativity and discovery. As high status and influential opinion 

leaders and change agents the Ministry of Education through Her Majesty's 

2 
Inspectorate and various publications , together with the advisory staff 

of Local Education Authorities, had reinforced a wide interpretation to 

the point where physical education was regarded as:-

the whole field of physical activity, all sports and pastimes, 
in and out of doors, of a competitive or recreational' 
character involving either team cooperation or individual 
effort. Its variety is infinite3• 

Both the Royal Air Force (RAF) and the Bri tish Army had long 

abandoned the Swedish system. In 1926 the army had modified the system 

4 
with the rhythmic work of Denmark's Niels Bukh , and almost Simultaneously 

the Royal Air Force had recognized that the SWedish system exercises:-

lacked rhythm and coordination and many were found unduly 
exhausting. Generally they did not tend to induce interest 
or pleasure, and 'physical jerks' as physical training was 
commonly called, was looked upon as a punishment rather than 

. something that would benefit the individualS. 

After the Second World War the RAF maintained its awareness and 

sensitivity to contemporary ideologies through a policy of recruiting 

phYSical education officers direct from the teaching profession. The 

army too revised its physical training programmes in keeping with current 

6 fitness tr~ning ideas and recreational trends • " In a wider social 

context sport and recreation received greater emphasis from The Wolfendon 

7 
Report and the liaison of the Sports Council with statutory bodies and 

voluntary organizationsB• 

In this critical reassessment of physical education, sport and 

recreation, three major innovations highlighted the wide disparity that 

existed between the contemporary approach to physical activity and that 

practised by the RNPTB. Firstly, the informal teaching method in 

phYSical education which stressed teacher guidance rather than domination 

9 was a change of emphasis rather than content. More conversational and 
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issuing of guidance was preferred than command-response instructions. 

The freer approach permitted a more informal use of apparatus that 

facilitated personal choice and experiment. Less insistence on rigid 

teaching formations and the abandonment of work in unison emphasized the 

individual rather than the class. 10 Secondly, the movement approach 

provided a qualitative structure to physical exercises and gymnastics. 

Bodily movement was assigned various graduated qualities of force, time, 

and shape, with varying possibilities of interpretation. Less imposed 

and stereotyped than traditional physical training the movement approach 

demanded thought and selection by the performer, and these requirements 

were seen as educationally attractive and advantageous. The third major 

innovation was a cluster of scientifically based training regimes that 

emphasized physical fitness. The underlying rationale of this latter 

approach was that the limited capacity of human performance can be 

increased by variations in intensity, frequency and duration of training 

schedules. 

After nearly sixty-five years of use the formal Swedish system was 

entrenched in the ideology and curriculum of the RNPTB. The informal 

teaching method and the movement approach which both emphasized 

creativity, choice and experimentation, did not appear directly relevant ... 
and Suitable to naval needs. The Royal Navy generally and the RNPTB in 

particular, believed, and still do believe, that the essence of naval 

discipline and efficiency is underpinned by responses secured by 

insistence on alacrity and conformity. These requirements were in part 

admirably provided by the Swedish system, and the informal method and 

the movement approach appeared to have little to offer. 

It was in response to an operational problem that arose for the 

RNPTB that minor 'adjustments in naval physical training were made in the 

direction of informality and choice. As the complex! ty of technological 
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systems within ships and naval establishments increased so more and more 

time was required for specialist trade training. To compensate for 

reductions made in time allocations for physical training the RNPTB made 

small concessions to encourage naval'personnel to participate in 

activities during off duty hours. For example, a free activity period 

was incorporated into naval physical training lessons that allowed a 

personal Choice of activities related to sport and recreation, and the 

insistence of rigid discipline and no talking was relaxed to allow 

analysis and discussion of performance as a measure of maintaining 

11 interest and promoting enjoyment • 

Several innovations from the cluster of scientifically based fitness 

training regimes were introduced into naval physical activity programmes. 

The success of elite sport performers whose intensive preparation regimes 

12 prominently featured weight training schedules provided gro~ing evidence 

in the 1960's of the value of specialized weight training. The RNPTB 

explored the potential of this approach to physical fitness and sport. 

For the navy a major attraction of weight training was that it could be 

performed in a confined space and thus seemed eminently suitable for use 

13 in ships. After limited pilot studies in HMS Raleigh, HMS Arbroath, 

HMS Ark Royal and HMS Cavalier, qualifying courses were held for RNPTB 

instructors and weight training equipment was allocated to ships. 

Ci 14 15 rcuit training , the Royal Canadian Air Force 5BX Plan , the British 

Arm ' 16 17 Y s PEPEX programmes, and the Bu11worker exercise device, were 

also introduced in ships and naval establishments. 

As appendages to the aged Swedish system these various minor 

innovations waned when the initial enthusiasm weakened. The reasons for 

the decline in popularity range from the lack of instructors in certain 

establishments, shortages of printed copies of instructions, and the 

solitary and non-recreational nature of the activities. The over-riding 
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reason for failure lay in the lack of innovation planning, as all of 

them were diffused hopefully rather than implemented with strategies to 

secure interest and maintain participation. 

With these failures came the realization of a performance gap in the 

RNPTB efforts to promote naval physical training, sport and recreation, 

and the idea generation for change. 18 There was a general feeling within 

the RNPTB that the Swedish system was dull, time conSuming, mechanical, 

repetitive and lacking variety. Modification attempts by the addition of 

minor innovations had been inhibited by the system's rigidity, 

particularly its insistence on formally executed exercises and command-

response teaching techniques, but whenever possible some instructors 

discarded the Swedish system even though this practice was contrary to 

official policy and directives. Within the context of these practices 

and prevalent attitudes the idea generation to replace the Swedish system 

was kindled and a climate for change established within the RNPTB. What 

is significant to note here is that the thrust for change originated at 

the grass roots, and even DNPTS at the top of the RNPTB hierarchy 

19 acknowledged that in this instance 'the tail had wagged the dog' • 

The overt response of DNPTS to find a suitable replacement was 

launched at the 1967 annual meeting of physical training officers, but 

the recently appointed officer to supervise any new project indicated 

20 that at least a tentative format had already been decided • Broad 

prinCiples stressed that any substitute must be challenging, inculcate 

confidence and diSCipline, and enable some measurement of progress. The 

new system would be based on coaching and teaching with some oommand-

response techniques, but the emphasis would be on enjoyable partiCipat­

ion USing less formal free-activity tables. Already such tables were 

being prepared and ~t was the intention to conduct the first instructor 

training course for the new system within three months. 
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It was unfortunate for those seeking change that the presentation 

of initial proposals was not as lucid or impressive as it should have 

been. The often ambiguous and contradictory nature of some proposals 

indicate their inadequate formulation. Some propositions were 

scribb~ed on a train journey, and the one consultation with outside 

experts amounted to a hurried disappointing one day.visit to 

Loughborough College of Physical Education where "blood had to be 

drawn from stone,,2l. 

At the 1967 annual meeting of the RNPTB Association the verbal 

response to the innovation is not documented, but the correspondence 

22 in response to the call for opinion and suggestions was extensive • 

Dissatisfaction with the S";edish system was not unanimous. On the 

contrary, the most articulate and vociferous arguments defended it. 

Prominent in this category was Lieutenant Commander M (SO), Staff 

Recreation Officer Mediterranean Fleet, who in a letter to DNPTS used 

23 an incisive dialectic argument to vigorously defend the Swedish 

system. 24 Elsewhere , he also criticized the innovation proposals as 

being badly written, poorly constructed, vague, erroneous and 

completely uncoordinated. He maintained that an innovation of such 

magnitude having sign~ficant implications for the re-training of 
" 

instructors and for the curriculum of naval physical training should 

have received far more initial thought and investigation. No clearly 

defined aims had been suggested and no indication of time allocations 

given, or for whom the system was intended. He gave a pertinent 

reminder that any intended changes should be primarily for the benefit 

of the recipients rather than the innovation initiators. 

By contrast, Lieutenant N (SD) thought that change was long 

25 oVerdue and that the proposals were most impressive • He welcomed 

the Opportunity to submit written proposals and comments as he felt 
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public discussion often led to opinions being unduly pressured. The 

majority of support for change was in this vein, but an important 

26 
issue was raised by Lieutenant 0 (SO) who queried whether or not the 

proposed free-activity method and recreational tables were indeed new 

or a package previously used but dressed in different wrappings. He 

recalled that free-activity had been tried previously but it had 

failed because of insufficient knowledge and guidance. 

At this point a significant departure from the established RNPTB 

innovation process can be identified. The decision to change was 

autocratically taken by ONPTS, but the call for opinion and suggestions 

from all RNPTB officers was democratically wider than hitherto had ever 

been the case. . 27 
Further evidence of this participative approach that 

went beyond the customary formulation of policy by committee is 

apparent. Subsequent discussions, trials, and small pilot studies at 

HMS Temeraire the Royal Naval School of Physical Training, and at 

HMS Ganges a naval training establishment, produced a scheme for 

tentative use called the Physical Fitness and Recreational Training 

System (PFRT system). 

2B 
Essentially the PFRT system was set out in five phases • Phase 

-'- One consisted of preliminary lessons to familiarize a clasS' wi th 

apparatus, introduce team formations, and achieve response to freely 

Spoken but slightly specialized words of command normally associated 

with naval physical training. Practical activities in this phase 

consisted of ropework, marching and running, basic vaulting, and 

introductory circuit training. Through vigorous exercise, Phase Two 

sought to promote team spirit and circulo-respiratory fitness. USing 

the free activity method,Phases Three and Four were attempts to 

stimulate interest and provide opportur~ties to develop games skills 

and recreational activities. Phase Five contained exercises and 
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activities designed for trainee instructors to acquire confidence and 

command techniques. 

In practical and realistic terms the aims of the PFRT system can 

be identified. In the matter of training RNPTB instructors the new 

system had to provide opportunities to develop class control and build 

a working repertoire of activities and skills. There was a requirement 

in new entrant training establishments to inculcate naval discipline 

that included command response. Add! tionally, during this ini tial 

training period and elsewhere throughout the navy there was a need to 

provide challenge and foster interest in physical fitness, sport and 

recreation. 

The tentative PFRT system underwent a wider but brief two weeks 

trial in other naval establishments. Valuable feedback on this pilot 

29 stUdy can be gleaned from a meeting of RNPTB officers convened on 

30 October 9th 1967 and from correspondence in response to a further 

call for analysis and comment. 

Lieutenant Commander P (SO) said the new PFRT system at 

HMS Collingwood had proved to be more enjoyable and beneficial than 

the SWedish system, but the noise level was higher. Lieutenant 

Commander Q (SO) believed the new system invi ted a lower st"andard of 

diSCipline. PhYSical training officers from junior seamen training 

establishments thought the activity tables in Phase One were dull and 

unsuitable
31

• Lieutenant Comander M (SO), previously the strongest 

opponent to change, stated he was now not so opposed to the new system 

32 
but insisted that many points still required clarification • Other 

33 
reports were characterized by the attention paid to minor problems 

Such as When and where to teach rope climbing, but overall there was 

recognition that the PFRT system was a more enjoyable and suitable 

approach than the Swedish system. 
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34 
An authority-innovation decision in February 1968 authorized the 

implementation of the PFRT system and Commanding Officers of naval 

training establishments were requested to submit observations and 

recommendations in October 1968. During the implementation process, 

-
further discussions were held between the staff of the Royal Naval School 

of Physical Training who were the innovators and RNPTB officers and 

instructors, and in some instances with naval trainees who were the 

innovation recipients. 

Problems were identified and modifications made. For example, time 

allowances were increased when it was ascertained that insufficient 

allocation had been made in the preliminary tables for rope climbing and 

introducing circuit training. Similarly, the activities in Phase Five 

designed to develop class-taking techniques were substituted for more 

detailed expositions of class management and lesson preparation. Sets 

of activity tables to accompany the different phases of the system were 

distributed, and experienced instructors were allowed some discretion 

to devise their own lessons. This latter concession was a Significant 

advance as previously strict adherence to rigidly prescribed Swedish 

system tables had been required. 

The rapid implementation of the PFRT system created problems for 

the training of instructors. To remove old loyalties to the Swedish 

system and retrain personnel, two main strategies were used. Firstly, 

several 'acquaint courses' 35 were held at HMS Temeraire, the Royal Naval 

School of Physical Training. Secondly, a small touring team from 

HMS Temeraire visited the naval training establishments to give on site 

demonstrations and training. The format of these visits consisted of a 

two day programme of lectures, demonstration lessons, and informal 

discussion. 
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Lieutenant Commander M (SD), the staunch opponent of change, 

regarded the visit to his physical training unit as being of great value, 

and he paid tribute to the enthusiasm of the demonstration team. The 

answers they provided to expressed doubts and queries were impressive. 

At that point in time, three months into the implementation stage, he 

now regarded the PFRT system as a 'fait accompli', but he still had 

misgivings about the system and its application within the navy 

generally36 

Changes in the RNPTB instructor training syllabus are indicated in 

Table 13 below. 

Table 13 

A Comparison of the Swedish System and PFRT System Instructional 

37 
Periods for Qualifying RNPTB Instructors 1967 

Curriculum Subject 

SWedish Tables by Staff 

Swedish Tables by trainee instructors 

Swedish Theory 

Free-Activity Tables by Staff 

Free-Activity Tables by trainee instructors 

Free-Activity Theory 

PFRT Tables by Staff 

PFRT Tables by trainee instructors 

PFRT Theory 

Activities to develop class-taking 

techniques 

Totals: 

No. of Periods 

Swedish System PFRT System 

30 

92 

13 

6 6 

26 45* 

5 8 

10 

60* 

7 

36 

172 172 

* includes 1 assessment period per trainee assuming a class of 15. 
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In Table 13 the abandonment of the Swedish system is apparent, but 

examination of the allocation of instructional periods suggests a 

significant curriculum weakness can be identified. Such an allocation 

permitted each trainee instructor only three opportunities to take a 

free-activity table including one period assigned for personal assess-

ment purposes. Similarly, the allocation of PFRT tables gave an 

individual just four opportunities for class-taking including assessment. 

38 This major curriculum defic~ency reinforced the fears of many of the 

older and long serving RNPTB officers 'and instructors who had questioned 

the standard of class-taking competence of newly qualified personnel. 

As implementation progressed the innovation was boosted by a 

DNPTS publication of detailed guidelines contained in Physical 

39 Fitness and Recreational Training • The PFRT system received a further 

major impetus from a contribution of civilian expertise in the physical 

education department of Saint Luke's College, Exeter. Using data from 

electromygraphic studies, fitness training regimes and circuit training 

schedules for all the major sports and a wide range of recreational 

activities were devised and distributed throughout the RNPTB40 • The 

significance of this input was that the work of the RNPTB became under-
,. 

pinned by detai.led theoretical rationales and scientific concepts that 

had been denied by the Swedish system. By incorporating some proven 

disciplinary agents with the best of modern practices the PFRT system 

generated a common doctrine within the RNPTB that went far to meet the 

needs of the Royal Navy in the 1970's. 

2. Innovation G. The Attempts to Amalgamate the Armed Services' 

Physical Training Branches 

Dating from the coalition of Lloyd ~orge in 1922, successive 

governments who considered proposals to integrate the armed services 

shrank from the complex problems inherent in reconciling and 
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administrating the different specialist roles and satisfying the widely 

41 varying requirements • Failure to integrate can also be partly 

attributed to the intransigence of the armed services themselves who 

feared the loss of identity, and reduced career and promotion 

42 prospects • 

In recent years, Britain's commitment to the United Nations peac-

keeping activities and obligations under defence agreements, particularly 

the North Atlantic Treaty Organization (NATO), have determined a 

holistic approach to national defence planning and an emphasis towards a 

greater degree of inter-service cooperation. Economic considerations 

have also been important, and fuller collaboration has been brought 

about by the development of organizational and administrative procedures 

which established a unified Ministry of Defence. These procedural 

43 arrangements are set out in the 1958 and 1963 Defence White Papers • 

Both these policy statements recognized the strategic interdependence of 

the armed services, and the latter in particular suggested that while 

separate traditions and battle honours were vital factors in morale and 

f 44 ighting efficiency , the integration of certain support units, such as 

medical and education services and physical training, was economically 

advantageous. Ministry of Defence pressure to implement this 

integration policy is evident in the attempts to amalgamate the RNPTB 

with the physical training branches of the other armed services in 1964, 

1971, and again in 1973. 

Before the background, problems and processes of these innovation 

attempts are examined, it is worth noting at this point a previous move 

t 45 
, 0 some form of internal amalgamation in 1961 when it was suggested 

that the Royal Naval School of Physical Training should move into 

accommodation within the Royal Naval Barracks portsmouth. The response 

of DNPTS to this suggestion was lukewarm, and it was pointed out that 
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in recent years a great deal of money had been spent on ungrading and 

maintaining present facilities. A possible solution was to sell the 

naval physical training school to the City of Portsmouth and refurbish 

facilities in the Royal Naval Barracks, but the important pOint that 

became apparent was that support for such an amalgamation would not be 

46 forthCOming if there was any danger of the RNPTB losing its identity • 

Opposition was emphatically reinforced one month later with the 

appointment of a new Director of Naval Physical Training who was totally 

Opposed to ~~e move and stressed that the cost of the transfer would be 

enormous. 

The 1964 amalgamation attempt followed the reorganization of the 

Ministry of Defence when a study group under the chairmanship of the 

Deputy Chief of the Defence Staff was set up to review existing inter-

47 
service cooperation and explore possible new fields of liaison • The 

main arguments in favour of inter-service training centred on the 

economic and efficient use of buildings, equipment and personnel, and 

the promotion of operational and administrative understanding and 

flexibility. It was felt there was more scope for equipment standard-

ization supply and maintenance. Aspects of training for possible 
; 48 rationalization were identified as follows :- military police and dog 

handling, diving, photography, meteorology, education officer teacher 

training, fire fighting, leadership, bomb disposal, training of 

mUSiCians, air traffic control, small arms training, medical, nursing 

and dental training, chaplaincy, and physical training. 

The problem solving phase took the form of one armed service 

undertaking the prodUction of a coordinated review of a particular class 

of training within all the services. At the end of May 1964 the Army 

Inspector of Physical Training was requested to initiate and coordinate 

the preparation of position papers on physical training. In particular 
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a. a statement of the physical training requirements for each of the 

services. 

b. an explanation of the differences in the physical training methods 

and the necessary alternations required for standardization. 

c. an analysis of the syllabuses to demonstrate the extent of 

commonality. 

d. a consideration of what scope existed for a further examination of 

the jOint training of physical training instructors. 

50 The position statements revealed considerable variation and 

served to emphasize that any examination of the scope of rationalization 

had to take account of the existing differences in the specific aims of 

phYSical training in the armed services. These aims stemmed from the 

different operational roles and functions of the armed services and are 

reflected in the organizational arrangements responsible for achieving 

them. For example, the concern of the Royal Navy is to maintain a high 

standard of physical fitness in the relatively restricted environment 

of a ship under varying conditions. The aim of the RNPTB therefore is 

to mould their instructors into the general pattern of navy life so that 

they are operational seamen within a ship's company as well as physical 

trainers. The aim of physical training in the army is to ensure that 

a soldier is fit to fight under conditions of modern warfare and to cope 

with the demands of extreme climates. This requirement calls for a 

tough diSCiplined kind of fitness and is reflected both in the selection 

of, and in the nature of the training received by, instructors of the 

RAPTC. In common with his naval counterpart the army physical training 

instructor is often transferred to a fighting unit where he has a dual 

role as a soldier and physical trainer. Physical fitness in the RAF 

however does not generally require to be related so precisely to the 
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operational role as in the army and navy. The aim of physical training 

in the RAF is to attain a high standard of positive health and fitness 

necessary to enable personnel to carry out their daily tasks 

efficiently. The RAF physical training instructor is not normally 

expected to participate in combat operations like his counterparts in the 

other services. 

A greater part of the innovation attempt was concerned with the 

gathering and examination of information. To this end a small working 

party conSisting of the Directors of Physical Training of the three 

services and two members of the Defence Secretariat of the Ministry of 

Defence, was convened to review the existing arrangements for the 

training of physical training instructors with a view to deciding whether, 

and if so how far, common or compatible syllabuses could be devised which 

would allow two or more physical training branches to amalgamate. Much 

51 of what follows embodies the working party's interim findings as 

reported to the Ministry of Defence study group on the rationalization of 

training. 

Much of the syllabus content of the instructor qualifying courses 

was common to all three services, but the degree of emphasis varied 
~ 

according to the needs of the particular service. For example, Swedish 

exercises were an important feature of the RNPTB syllabus but they were 

not USed by the RAF; and sport and recreation figured rather more 

prOminently in the navy and RAF than in the army. 

Both the army and the navy placed great importance on progressive 

in-service qualifying courses for physical training instructors. The 

navy had a basic 23 weeks course to qualify as a Physical Trainer 2nd 

Class, fOllowed after an interval of practical work in that grade by a 

13 weeks course to attain Physical Trainer 1st Class. At a later stage 

there was a 12 week course for a comparatively small number of Staff 
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Physical Training Instructors. The army had three separate courses, 

all of 13 weeks duration, before appointment as a qualified instructor 

in the RAPTC. The RAF on the other hand had one basic initial 24 week 

course for qualified instructor status, plus a limited number of medical 

rehabilitation and parachute instructor courses. Nevertheless, it was 

thought that the differences in content, level, and duration, did not 

preclude the possibility of conducting separate courses in the same 

institution with joint use of staff and facilities. 

The services' principal physical training establishments were at 

that time located as fOllows S2 : 

HMS Temeraire Royal Naval School of Physical 
Training 

Royal Marines Physical Training Wing 

Royal Army School of Physical Training 

Royal Air Force School of Physical Education 

Portsmouth. 

Deal. 

Aldershot. 

St.Athan. 

There was little doubt that the navy and the army derived distinct 

advantages from the location of their physical training schools at 

Portsmouth and Aldershot respectively. Both of them were situated in 

areas of significant naval and military activity and played major roles 

in the promotion and organization of sport and recreation. Additionally, 

they were readily accessible centres for sport training and officiating 

courses. Geographically the RAF School of Physical Training was more 

isolated and less conveniently situated to promote sport on a joint 

service baSis. 

Another important factor was that the Army School of Physical 

Training was an entirely self-contained and self-accounting establishment, 

While the remaining schools were lodger units whose administrative costs 

were borne by the parent establishments on which they were housed. 

Additionally, a £350,000 building programme had just been completed for 
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the Army School of Physical Training and no provision had been made for 

expansion that amalgamation would entail. 

The working party attached little weight to the argument that the 

bringing together of the physical training schools would contribute to 

greater inter-service understanding. It was maintained that this under-

standing already existed and indeed co-location might reduce the healthy 

spirit of inter-service competition in sport. Similarly it was 

believed that the savings in instructor staff would be minimal. The 

creation of one co-located establishment would permit economies from the 

joint use of administrative staff, accommodation, training facilities 

and equipment, but it would also require an extensive building programme 

involving substantial capital expenditure. In addition to this capital 

expenditure, some costs would continue to be incurred on the maintenance 

of the vacated accommodation as the use of physical training and sport 

facilities would still be required by the remaining large and permanent 

service establishments. 

53 The interim conclusions of the working party stated that the 

anomalies between the different instructor qualifying courses did not 

constitute an insuperable barrier to the co-location of the physical 

training schools provided the navy and army could maintain full respons­

ibility for their own service sport. Furthermore the relatively small 

numbers of personnel trained at the navy and RAF schools suggested that 

all instructor training should be located with the RAPTC at Aldershot. 

Two exploratory activities resulted from the interim conclusions. 

Firstly, the working party visited the Army School of Physical Training 

to consider the possibility of siting a combined school at Aldershot. 

AriSing from the visit it was thought that while ~ome facilities might be 

shared there were also service specific needs which could not be met by 

existing resources. It was estimated that approximately £750,000 would 
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be required to provide the required additional accommodation and 

facilities. Secondly, the Ministry of Defence study group suggested 

consideration be given to the idea of exchanging instructors between the 

54 
services • This proposal was considered under two headings; namely 

the exchange of instructors between the existing schools of physical 

training, and the reciprocal training on post instructor qualifying 

courses. 

55 In a final report the working party concluded that instructor 

exchange could lead to the introduction of physical training programmes 

inappropriate to the host service's requirements. Additionally, it did 

not make sense nor did the RNPTB and RAPTC have sufficient manpower to 

train visiting personnel in skills their own services did not require. 

On a limited scale the reciprocal training of instructors was already 

carried out with the RAF Physical Education Branch (RAFPEB) providing 

rehabilitation training and parachute instruction and the RAPTC 

providing courses in gymnastics and trampolining, but it was undertaken 

to extend the scope of these arrangements wherever practicable. It was 
, 

also concluded56 that short of full integration of physical training in 

the context of wider redeployment of service functions, there appeared 

not to be any economic or practical advantages to be gained trom 

co-location of the physical training schools at Aldershot. The Ministry 

of Defence study group were in general agreement with these conclusions 

and the information gathering and problem solving activities of the 

i 57 nnovation process ceased • 

One fUrther significant strategy in this 1964 innovation attempt 

requires mention. From time to time during the information gathering 

and problem solving process, the Director of Naval Physical Training 

circulated to his colleagues on the working party details of disadvan-

~ 58 
tages and problems from the RNPTB's point of view • In a similar vein 

he also IObbied59 the senior naval officer of admiral rank who served 
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on the Ministry of Defence rationalization study group. Whether or not 

the other Directors of Physical Training lobbied their senior officers 

in the study group cannot be ascertained. 

The 1971 amalgamation attempt was confined to a possible merger of 

HMS Temeraire the Royal Naval School of Physical Training wi th the 

Royal Marines PhYSical Training Wing (RMPTW). The idea for this 

innovation arose from plans to move the naval physical training· school 

into a new purpose-built complex elsewhere in Portsmouth. The 

innovation procedures adopted were similar to the 1964 merger attempt 

in that a small working party was convened. The composition of this 

group is significant, consisting as it did of a senior RNPTB physical 

training (SO) officer as chairman, and the three senior officers of the 

RMPTW. 60 Unfortunately the documentation available on this particular 

innovation attempt does not reveal individual personal opinion, but 

what is apparent is the predominance of the objections and difficulties 

identified by the RMPTW officers to such a merger. 

The speed with which the working party completed and submitted its 

report within two weeks was remarkable even by naval standards of 

alacrity. Old arguments and previous comparisons were reiterated. The 
". 

different aims of the RNPTB and the RMPTW were emphasized. The RNPTB 

sought to provide a nucleus of officers and instructors to conduct 

phYSical training, sport and recreation in Part One and Two naval 

training establishments and wi thin the fleet. By contrast the RMPTW 

implemented fitness training systems and physical activities to prepare 

personnel for the intense demands of commando training in order to 

maintain a high standard of combat readiness. 

The advantages and disadvantages of merging t~e two physical 

tr 61 aining schools can be summarized as follows :-
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Advantages 

a. Limited savings could be effected in personnel and materials. 

b. One school of physical training could effectively cater for the 

needs of the Royal Navy and Royal Marines due to projected service 

reductions for 1974-75 when the numbers required to qualify as 

instructors would be reduced. 

c. In sport and recreation, increased performance and participation 

levels could be achieved by a common policy and the enhanced 

facilities of the new purpose-built complex. 

d. The staff of the new combined school would be drawn from the most 

able and competent physical training officers and instructors in 

the two services. 

Disadvantages 

a. The purpose-built complex in Portsmouth would be too far away from 

the major Royal Marines administrative and training centre in 

Lympstone which would be deprived of RMPTW expertise. 

b. An additional building programme would be required at the 

Portsmouth complex. 

c. The RMPTW were already scheduled to move to Lympstone where 

d. 

facilities had been built to accommodate them. 

The RMPTW could not visualize a change in their present system 

which had recently been radically revised to meet training 

requirements. 

e. An important aspect of RMPTW instructor training would be lost 

as opportunities to assist with recruit physical training 

programmes would not be available. 

f. The headquarters of the Royal Marines Sports Association was due 

to mOVe to Lympstone. 

g. The RMPTW strongly felt that as a branch they would lose their 

identity and their present high esprit de corps and morale. 
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The instructor qualifying courses mounted at the two physical 

training schools varied in frequency and duration, and there were 

significant differences in the syllabuses. The RMPTW courses were 

shorter but intensely biased towards strength and endurance training, 

whereas the RNPTB concentrated on general fitness and the development 

of sport Skills. The aquatic activities of the RMP'IW were geared to 

battle tactics and helicopter ditching drills. Judo was taught by the 

RNPTB as a sport but the RMPTW combined it with unarmed combat 

-practices to develop hand to hand fighting skills. 

Amalgamation would not in itself result in any saving of manpower 

as the major centre of Royal Marine activity at Lympstone would still 

require physical training to be conducted and sport and recreation to 

be promoted. A limited saving in specialized gymnastic equipment 

would be possible, but an assault and obstacle course similar to the 

one at Lympstone would have to be constructed at Portsmouth in order to 

train RMPTW instructors. The time factor was also an important 

consideration in the innovation. To meet its commitment to recruit 

training the RMPTW had to move from Deal to Lympstone in 1973 but it 

was envisaged that the purpose-built complex in Portsmouth which would 

hOuse the merger would not be ready until 1976. 

62 The working party recommended that in view of the many differences 

in the curriculum and instructional methods, nothing would be gained by 

amalgamation. Furthermore the completion date of the new complex for 

naval phYSical training and sport negated any benefit. The Admiralty 

Board were not as convinced, observing that the arguments for and 

ai 63 ag nst a merger were finely balanced • However, it was concluded that 

on the whole while it might be currently expedient not to innovate, the 

matter should be re-examined when the portsmouth complex was completed. 
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Within two years and contrary to the Admiralty Board decision, the 

64 Ministry of Defence raised the amalgamation ~ssue again in 1973. 

Within this innovation attempt, which represented the most determined 

effort to accomplish a merger of the armed services' physical training 

schools, two discernible phases can be identified. 

The first phase consisted of the activities of a three man inter-

6S service working party led by a Royal Navy GL category officer'. The 

concern of this working party was not confined just to physical 

training, but also to the examination of the following trade categories 

in all the armed services:- helicopter pilots, cooks, medical ,-

orderlies, vehicle mechanics, pay clerks, drivers, service police and 

dog handlers, and postal service personnel~ For administrative 

purposes, but perhaps ostensibly for other reasons, the naval represent-

ative and leader of the working party was appointed as an additional 

member of the powerful naval directorate of manpower and training DGNMT. 

The working party closely liaised with the service departments concerned 

and examined relevant documentation and training syllabuses, but because 

of a limited time scale of three months a deep and protracted study of 

each trade category was not possible. 

66 Previous physical training rationalization studies were reviewed 

and it was reaffirmed that a significant barrier to innovation lay in 

the very individual nature of the service physical training branches 

whose vigorous and demandin'g traditions bred elite formations of men 

fiercely protective of identity and prestige. In inter-service sport 

this attitUde sustained keen competition, but it also resulted in a 

guarded and conservative approach to change. 

67 The working party concluded that the differences in training 

objectives and career structures precluded any merger of the service 

schools of physical training, but within the report a softening 
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attitude to amalgamation can be detected. Firstly, a conciliatory 

recommendation suggested that if the physical training branch of any 

service moved into purpose-built accommodation then re-location for two 

or more branches should be reconsidered. Secondly, and more importantly, 

throughout the trade category study it was evident that although the 

RAPTC, RMPTW and the RNPTB were strongly opposed to amalgamation, the 

RAFPEB maintained that the different approaches adopted by the physical 

training branches were nevertheless underpinned by the same fundamental 

principles of physical education theory. 

The beginning of the second phase of the 1973 amalgamation attempt 

stemmed from a meeting of the Defence Training Committee on Rational-

68 ization where it was argued that the lack of unanimity identified by 

the trade category study reinforced the fact that cogent arguments did 

exist for the joint training of physical training instructors. The 

committee appointed Wing Commander R, Commanding Officer RAF School of 

Physical Education and foremost advocate of amalgamation, to once again 

coordinate the views of the physical training branches and make 

recommendations. 

69 Wing Commander Rls study was conducted over a period~of seven 

months and was by far the most thorough and comprehensive investigation. 

Senior officers of all the physical training branches were consulted and 

Visits made to selected establishments. The training, employment, and 

career structures of service physical training instructors were examined 

and specific areas of commonality identified. For example, for both the 

RAPTC and the RMPTW the primary objective was to produce personnel who 

were highiy disciplined, tough, fit, confident and courageous. Areas of 

incompatibility were also highlighted, such as the relatlvely formal 

approaches of the RMPTW and RNPTB as compared to the informal teaching 

methods of the RAFPEB. 
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Wing Commander R thought that the existing facilities of the 

individual services were inadequate to support any merger. Any proposal 

for a single joint school would require a further in-depth study as any 

major expenditure on new buildings would nullify any economic or 

practical advantages. Furthermore, in any merger the needs of the 

largest physical training branch, the RAPTC, would have to be paramount. 

He concluded~O that there were many areas which could be beneficially 

conducted in a joint school, and there was no substantial evidence to 

suggest such an arrangement would adversely affect individual service 

standards. Significantly, he also concluded that at all levels in the 

RAPTC, RMPTW, and RNPTB, there remained a strong consensus of opinion 

opposed to joint service training, but the RAFPEB took the opposite 

View and firmly supported the concept of amalgamation. He recommended 

that the Defence Training Committee approve the principle of amalgamated 

physical training and suggested that a further working party under army 

chairmanship should prepare detailed proposals for a Joint Service 

SchOol of Physical Training. At this point, further innovation activity 

ceased. 

3. Innovation H. The Integration of WRNS Instructors in the RNPTB 

71 In Chapter Five attention was drawn to the innovation attempt in 

1947 which failed to establish a WRNS Physical Training Branch, but 

resulted in a small number of WRNS officers and ratings undergoing short 

courses to qualify as part-time sports officers and organizers. Only 

seven such posts were filled by WRNS personnel, when as an unforeseen 

consequence of internal reorganization and manning constraints 

implemented in the Royal Navy in the early 1970's, an acute shortage of 

lower ranked instructors in the RNPTB became apparent in 1976. Low 

levels of recruitment to the RNPTB had created an imbalance of 

complement with a shortfall of Leading Physical Trainers (LPT's), and 
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an overbearing of Petty Officer Physical Trainers (POPT's) and Chief 

Petty Officer Physical Trainers (CPOPT's). 

As a temporary measure to alleviate this shortage, Captain S (GL) 

72 Director RNPTB, suggested to the Director WRNS that a modest and 

controlled expansion of the short course scheme would be mutually 

beneficial to the RNPTB and WRNS. Acc~rdingly six WRNS ratings 

attended the annual qualifying course in May 1976, but such was' the 

73 shortage of LPT's that Captain S (GL) proposed that two courses should 

be held annually, or alternatively, a limited number of WRNS personnel 

could be integrated into the RNPTB. The Director WRNS quickly 

74 
responded that a fully cos ted and complemented physical training 

category was preferred to the short sport assistant courses as this 

would provide an additional and attractive trade specialism for the 

WRNS. 

Surprisingly, after suggesting the idea, Captain S partially 

retracted from the concept of integration. He suggested that the 

75 Possible courses of action were :-

a. Abandon the idea of integration. 

b. Continue the system of short courses. 

c. Train sui table WRNS volunteers and form a small sub-branch of the 

RNPTB. 

d. Train sui table WRNS volunteers and fully integrate wi thin the 

76 
RNPTB except for sea service and certain billets ashore. 

These idea generation activities were further expanded when RNPTB 

77 
officers in short establishments were asked for their views • The 

problem presented to these officers was that the shortfall of LPT's and 

the surplus of Chief Petty Officer Physical Trainers (CPuPT) and Petty 

Officer Physical Trainers (POPT) would seriously delay promotion 

prospects. Integrating WRNS instructors would increase the lower 
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echelons of the RNPTB and increase the promotion prospects of male 

instructors. For this innovation to work, approximately fifty suitable 

billets in shore establishments would have to be found for WRNS 

physical training instructors. 

Approximately twenty-five suitable billets were identified, and 

with reservations fifteen out of the nineteen RNPTB officers commanding 

physical training units in shore establishments indicated that they 

were prepared to accept at least one WRNS instructor. Generally it was 

acknowledged that such an i~novation was a useful stop gap measure, but 

concern was expressed regarding the uncertainty of policy and 

consequences if recruitment of male instructors improved. Other major 

78 doubts can be summarized as follows : 

a. The resultant sea/shore ratio of male instructors. 

b. Doubt that in the long term WRNS instructors would not accept the 

strenuous demands and long hours which were a permanent character-

istic of the RNPTB. 

c. Concern about the ability of female instructors to control groups 

of men participating in physical training and sport. 

RNPTB officers most strongly resistant to the innovation questioned 

the prinCiples of sex discrimination and women's liberation. The Royal 

Naval School of Physical Training too was reluctant to integrate WRNS 

personnel into male qualifying classes because of the great demands made 

on strength and endurance, and the great deal of body contact that would 

79 accrue in a mixed class • Integration would be better served by 

mounting separate courses for WRNS trainee instructors! 

All these preliminary and exploratory activities were overtaken by 

tlle Admiralty Board's decision to initiate a fuller investigation of 

opportunities for integration between the Royal Navy and the WRNS. 
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Under the chairmanship of DGNMT a working group, consisting of 

representatives from the Commander-in-Chief Naval Home Command 

(CINCNAVHOME),HMS Centurion the navy's principal personnel management 

establishment, HMS Temeraire, DNPTS and Ministry of Defence departments, 

was convened and tasked with the detailed examination of the RNPTB. 

Much of the information on the following innovation activities embodied 

in the remainder of this section is derived from the Report of the WRNS 

P.T. 80. & R. Category Integration Working Group 

In accordance with the broad directive the working group investig-

ated three major factors before considering the other parameters 

involved in the creation of a new physical training branch or naval 

trade category. 81 These major factors were : 

a. An eXamination of the existing state of the RNPTB. 

b. The size and structure of the male and female branches if a WRNS 

physical trainer category were introduced. 

c. The role of the WRNS physical trainer category. 

The examination of the existing state of the RNPTB confirmed the 

acute shortfall of LPT'S, sixty-five instead of one hundred and forty; 

and the surplus of POPT's, one hundred and thirty-four inst,ad of 

ninety-nine. These imbalances had produced drafting problems in that 

many LPT billets had to be filled by POPT's or CPOPT's, and promotion 

was blocked from LPT to POPT, and from POPT to CPOPT. The employment 

of phYSical trainers in billets inappropriate to their rank had lowered 

RNPTB morale. 

The working party concluded that the RNPTB had been significantly 

affected by manpower constraints and the formation of the Operations 

Branch in the navy. Prior to this latter development, promo~on was 

linked to vacancies in the navy as a whole, whereas advancement now was 

dependent on vacancies and wastage solely within the RNPTB. In this 
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respect the RNPTB did not appear worse off than a number of other small 

naval branches, and there was a reluctance to recommend that the RNPTB 

be treated as a special case. The existing RNPTB complement did not 

preclude the introduction of WRNS instructors. Such a move would 

rapidly make good the shortfall and ease drafting problems. With a 

service life expectancy of some six years compared to fourteen years of 

82 
male ratings , the introduction of WRNS personnel would enhance the 

male promotion prospects in the RNPTB. 

From an examination of the 5i ze and structure of the RNPTB, it 

appeared that an annual intake of ten WRNS and nineteen naval ratings 

to train as LPT's could be supported. Assuming no increase in 

established complements, the relative instructor strengths of the RNPTB 

83 projected to the year 1985 would be : 

Table 14 

RNPTB Relative Instructor Strengths for 1985 

Rating FCPT CPOPT POPT LPT Total 

Male 9 45 82 119 255 

Female 1 6 11 23 41 

Total: 10 51 93 142 296 

The working group had some difficulty in establishing the preCise 

role of the WRNS instructor. The majority of the group expressed the 

view that there was no requirement for WRNS personnel to be employed in 

the same role as male physical trainers whose primary task was to 

promote fitness ashore and maintain it at sea. However, since the 

Admiralty Board had indicated that if possible WRNS instructors should 

be u~1ized in the RNPTB, the group examined the levels of training and 

employment which could be expected and required of them. 
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84 
A survey was conducted to identify those billets in naval 

establishments which could be allocated to the proposed trade category. 

The results showed that although the majority of establishments were 

somewhat cautious about the concept of female physical trainers, some ten 

CPOPT, twenty-four POPT and thirty LPT billets could be allocated. 

This total was well in excess of the proposed category strength of six 

CPOPT's, eleven POPT's and twenty-three LPT's as shown in Table 14, and 

indicated that such a rating could be usefully employed if the category 

was introduced. 

The survey indicated that the proposed strength of the new 

category would only amount to some 12.5\ of the RNPTB complement. Of 

the forty-seven units and establishments who employed male instructors 

ashore, twelve maintained that they could not employ female instructors. 

This reluctance was noted but, on the other hand, establishments with 

Some experience of the WRNS sports assistants were largely enthusiastic 

about the innovation. The working group also agreed that excepting 

certain physical differences and limitations, the employment of male 

and female instructors should be same and as interchangeable as 

practicable. At new entry Part One training establishments the role of 

the female physical trainer might be slanted towards sport, recreation 

and adventure training. 

The other parameters involved in the creation of a new trade 

85 category were subsequently considered • Of the one hundred WRNS 

personnel who had volunteered, approximately seventy-two were eligible, 

indicating that the category could be sustained by an annual intake of 

ten and supported within the existing WRNS strength. This WRNS intake 

plus nineteen male ratings annually to the RNPTB would introduce the 

new category slowly and prevent the build up of longe~ term promotion 

problems. 
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\ 
It.was agreed that the training of female instructors should be as 

close as possible to that of their male counterparts. Training which 

required strength would be scaled down, but theoretical and admin-

istrative training would be identical. After some discussion it was 

decided that female instructors should be conversant with the skills 

and training requirements of the essentially male sports of bOxing, 

rugby, SOCcer and cricket to the extent that they would be able'to 

assist in the promotion and deve~opment of these activities. It was not 

envisaged however that they would be required to participate in these 

sports. 

Qualifying courses for males and females would be conducted 

separately, but training would be integrated whenever possible, 

desirable and practicable. The new trade category would only marginally 

change existing sea/shore ratios for the male physical trainers. The 

working group recommended that some effort should be devoted to 

overcoming resistance to the innovation but failed to indicate specific 

strategies to achieve acceptance. It was recommended that the first 

course for WRNS physical trainers should start in January 1978 as this 

would allow trainees to participate in both winter and summer sports 
; 

thus ensuring practical experience and training in all activities with 

which they would be concerned. Further recommendations covered the 

allocation of kit and the wearing of RNPTB insignia. The category was 

confirmed by Defence Council Instruction (DCI) 656/77 in late 1977. 

4. Innovation. I. The Introduction of Physical Fitness Testing 

Information received from an American warship squadron visiting 

Portsmouth in the summer of 1963 prompted the Director RNPTB to suggest 

to the Captain HMS Kent that his officers and men should undergo a 

phYSical fitness test similar to that practised in the United States 

Navy86. In American warships, fitness testing was carried out quarterly 
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and the results were notated on personnel service documents. No· 

disciplinary action was taken against those who failed the test, but 

medical officers gave advice on how to improve. Failure figures were 

extremely low as serving personnel were 'fitness test educated' and 

performance scores were taken into account for promotion or when 

87 applying for re-engagement • 

On EMS Kent the test was carried out by 346 officers and men of 

88 all ages, ranks and trade specialisms • Those over 40 years old were 

excused but 2 men in this age group underwent the test which consisted 

89 of press ups, sit ups, pull ups, broad jump, Sargent jump and 

stationary run
90

• The number of persons who failed one or more of these 

exerCises was 89 or approximately 25\, and from this result it was 

extrapolated that some 20,000 men in the Royal Navy would fail the test. 

Within DNPTS the failure rate was disconcerting. Recommendations 

were made that EMS Kent should conduct a further fitness test in six 

months time and in the meanwhile the whole matter of physical fitness in 

the Royal Navy should be investigated. To examine this performance gap 

a working party was set up with the following terms of reference to 

advise the naval Medical Director General (MDG):-

on the feasibility of an investigation to determine the 
standard of physical fitness throughout the Royal Navy, and, 
based on the results of studies, to consider the application 
of a scale of physical standards applicable to officers and 
men9l • 

To be suitable for use in the navy, any fitness test had to meet 

the following criteria92 :-

a. Be Simple to administer and score. 

b. Require a minimum of apparatus. 

c. Be applicable ashore and afloat both at home and abroad. 

d. Require only a short testing time for each subject. 
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e. Not involve any risk for the subject. 

f. Be suitable for naval personnel of all age groups. 

Considerable information seeking activities were carried out with 

external agencies concerned with physical fitness testing. Through 

the Naval Member of the Canadian Joint Staff in London, inquiries were 

93 made of the practices in the Canadian armed services • In the Royal 

Canadian Navy, extensive testing with shore based and seagoing personnel 

had been carried out from which minimum acceptable fitness standards had 

been formulated. Failure rates averaged only 4\. The Royal Canadian 

Air Force had produced its own self-testing fitness schedules in the 

form of the SBX programme referred to in Chapter Five of this study. 

Information was also gathered from the United States Marine Corps, and 

from two specialist physical education institutions in the United 

94 95 Kingdom, St.Luke's College and Loughborough College of Education 

As the idea of fitness testing grew wi thin the RNPTB, so the scope 

and pace of exploratory innovative activities widened and intensified. 

Early in 1964 the Director RNPTB addressed a meeting of high ranking 

Flag Officer and Commanding Officers on physical fitness in the Royal 

Navy. At the Royal Naval School of Physical Training the v~rious 

methods of fitness testing were tried and a naval medical officer was 

appointed to assist in their validation. The validation of such tests 

was conSidered important to innovation success, and the following lines 

f 96 o work were pursued 

a. Relating fitness scores to individual sickness records and general 

shipboard efficiency. 

b. Physiological validation of the tests. 

c. EX~~nation of physical fitness and the performance of naval tasks. 

Some of the above research was done at the prestigious Applied 

PSYChology Research Unit at Cambridge, and an extended series of testing 
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was conducted in some shore establishments and ships. On HMS Kent the 

second fitness test was carried out while on passage from Gibraltar to 

Singapore in July and August 1964. Of the 400 personnel who completed 

the test, 78 failed in one or more of the exercises which represented 

a 19.5% failure rate compared to 25% in the first test. The improve­

ment was attributed to97 :_ 

a. Several weeks prior warning of the test enabling the idea "to be 

accepted and some personnel to prepare themselves. 

b. A new higher level of fitness within the ship's company because 

of seagoing physical work and games activities on the flight deck. 

c. Allocation of marks for various standards achieved, and including 

the test as part of an inter-departmental competition in the ship. 

98 The Captain HMS Kent observed that modern missile-carrying 

warships had produced air-conditioned environments where personnel ate 

too much and exercised too little. He recommended that an established 

standard of physical fitness should become mandatory in the navy, and 

preparation for such should be part of the curriculum of all training 

establishments. 

From the collation of 6000 tests administered in navaL,training 

99 establishments it was concluded that a modified United States Navy 

test was Suitable for use in the Royal Navy. To extend the use of 

this test to the navy as a whole, a tentative OCI was drafted to test 

opinion from highly ranked personnel. It was envisaged that the 

proposed physical fitness testing programme would be conducted for a 

trial period of 3 years, after which the results would be analysed with 

the view to establishing naval fitness standards. 

The first documented reactionloo was an objection by the 

Commandant General Royal Marines (CGRM) who argued that no system of 

tests Could provide a guide to battle fitness. Physical fitness for 
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operational tasks must remain the individual concern of Commanding 

Officers. Tests to indicate fitness norms may have relevance in 

sedentary establishments, but annual tests in fighting units would be 

an administrative burden of marginal value and he strongly requested 

that the Royal Marines be specifically excluded from such a scheme. 

While in general agreement of testing as an assessment of physical 

fitness the MDG considered it should be undertaken on a voluntary basis. 

DGNMT too was of the opinion that fitness testing would place an 

additional burden on ships and suggested that before the innovation 

101 progressed any further, Commanders-in-Chief should be consulted • 

Reaction within the RNPTB was that these reservations and objections 

had missed the whole point of the testing programme which was to 

establish naval fitness standards three years hence. 

A revised DCI reinforced by extracts from reports of the working 

party on phYSical fitness was circulated to Commanders-in-Chief of 

Fleets and Flag Officers in April 1966 to elicit their opinion. 

The replies from these officers indicated meagre support and a 

large measure of adverse comment. One shore establishment, HMS 

Collingwood, estimated that implementing, recording and reporting the 

physical fitness test would necessitate an additional 4400 man hours 

annuallyl02. Only at HMS Mercury and HMS Vincent was it thought that 

the test could be effectively conducted without undue burden on the day 

to day routine and administrationl03 • Medical authorities at the Royal 

Naval Pospital Portsmouth opined that the tests were neither necessary 

or desirable. 104 
It was considered that the joint service PULHEEMS 

system of medical classification was a valid indicator of physical 

fitness and ~ne medical consultant remarked: 

Interesting though the results of these tests may be as a 
research project, I cannot think that they have any 
relevance to the fitness required for, say, watching a radar 



screen or playing a teleprinter, and I would have thought 
the cost/effectiveness ratio would make them quite 
inappropriate, Indeed, I shudder to think what effect the 
tests themselves might have on some of the less athletic 
candidates 105 • 
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Both the Flag Officer Scotland and the Commander-in-Chief Home 

106 Fleet Norwood commented adversely on the additional administrative 

burden such testing would impose, and submitted that the improvement of 

physical fitness was best achieved by the provision of facilities and 

the encouragement of sport and recreation. The Commander-in-Chief 

Portsmouth suggested that those responsible for the idea of fitness 

testing had lost their sense of proportion and should be given something 

better to dol07 • 

The most hostile resistance came from seagoing ships. The most 

vehement criticism came from the Captain 27th Escort Squadron 

Mediterranean Fleet (later First Sea Lord and Chief of Naval Staff), 

who scurrilously inquired what the navy had done or not done to deserve 

such a lUdicrous imposition. He argued that everyone in the navy was 

busy and had no time to:-

meddle with foolish gymnastics nor to get bogged in a morass 
of paperwork to record them ••• the Fleet fights with its 
brains rather than with its brawn. I can see little 
relevance in the "explosive leg power" ••• My sailors are 
perfectly capable of scaling vertical ladders with alacrity 
in a seaway ••• If we are all so palpably unfit (which I 
doubt) let us provide more opportunities and facilities for 
organized games ••• Why must physical exercise be so horrid? 
••• I emphatically oppose such whimsical regimentation. 
• •• I strongly urge that this Gilbertian proposi tion be 
abandonedl08 • 

The Commander-in-Chief Mediterranean endorsed the view expressed 

above and remarked that it reflected the reception the physical fitness 

test could expect from his fleet. He argued that mental endurance and 

reaction together with willpower were the key personnel factors in 

modern warfare. Many men kept themselves fi t by participating in the 

Wide range of naval sports and recreational acti vi ties and he was 
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strongly opposed to "centralized bureaucratic control and documentation 

109 of their muscles" • 

The controversial DCI was suspended but surprisingly, and for 

reasons that can. not be ascertained, the working party survived. 

A number of investigations concerned with physical fitness tests and 

their relationship with physiological variables were pursued, and at 

110 intervals the working party met to discuss their findings • With the 

,emphasis on research the composition of the working party became 

predominantly medical, and the RNPTB involvement was considerably 

reduced by the intermittent attendance of its representatives. 

In 1972, eight years after its inception, the working party had 

not conclusively defined the physical fitness concept and no practical 

111 method of mass testing had been agreed • In 1974 the working party 

was disbanded in favour of a jOint service committee under the 

auspices of the Medical Research Council, but almost immediately 

following this abandonment an independent two man naval working party 

was formed, consisting of a Surgeon-Commander (GL) and Commander T (GL) 

Commanding Officer Royal Naval School of Physical Training. Their 

terms of reference charged them 'to review existing arrange~ents for 

ensuring all naval personnel achieve and maintain an appropriate 

112 standard of physical fitness, and to make recommendations' • 

To review the official physical training directives and actual 

praCtices, and to elicit opinion and suggestions, a questionnaire was 

distributed to an unspecified number of senior officers and naval 

establishments. The purpose of the questionnaire to provoke reaction 

was aChieved with some accusations raised that the RNPTB was seeking to 

promote and dictate self-interest rather than that of the navy. 

H 113 owever, the working party concluded that there was sufficient 

evidence to suggest that an improvement in the general level of 
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physical fitness within the navy was required. Furthermore it would be 

practicable to specify a minimum standard for most personnel in terms 

of physical tasks which they should be capable of in emergency or 

disaster type situations. The working party did not support formal and 

routine physical fitness testing but would encourage any voluntary 

system which gave a general indication of how fit or unfit an individual 

might be. It was thought that this latter approach backed by sui table 

educative programmes would promote a personal concern and interest in 

fitness. 

Doubts were expressed about an app3rent lack of enjoyment in 

phYSical training programmes for new entries at many Part One training 

establishments. It was also evident that physical exercise for ships' 

companies was not being carried out because of pressure of work, lack 

of time, and operational requirements. 114 Recommendations were made to 

redefine the official directives to reflect the accountability of 

officers for the recreational activity and maintenance of physical 

fi tness of men under their command. It was suggested that a minimum of 

two hours per week should be allocated within normal working hours for 

the enhancement of fitness, and more attention given to existing 

regulations governing fitness in promotion assessments and advancement. 

As a result of these conclusions and recommendations, Commander T 

(GL),Commanding Officer Royal Naval School of Physical Training, was 

directed by CINCNAVHOME to conduct a review of physical training 

115 syllabuses and teaching methods in new entry training establishments • 

The examination was broken down into the following broad headings:-

a. The phYSical training requirement of new entry establishments. 

b. Current official directives and regulations, and the difficulties 

of implementation. 

c. Methods and practices, syllabus design, feedback and communication. 
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d. Standards and assessment. 

Observational visits were made to new entry establishments and 

problem areas were discussed with physical training personnel. The 

requirement for regular physical fitness training for new entrants was 

agreed and supported by all establishments. The consensus of opinion 

was that most men entering the navy or going to sea for the first time 

were under strength and lacke~ stamina for the physical tasks they 

were expected to carry out. 

The current naval directives for physical fitness training were 

examined and it was evident some confusion existed. The assessment of 

whether or not establishments were implementing the directives was 

complicated because there was no detailed guidance on the frequency 

and duration of physical training. 

An examination of the syllabuses confirmed this variation in terms 

of content, duration and frequency. Few, if any, establishments had 

syllabuses designed to progressively improve strength, stamina, speed, 

suppleness and skill. A general lack of communication between 

establishments suggested little thought had been given to a comprehen­

sive syllabus that would cater for the transfer of trainees as they 
; 

progressed through successive stages of naval training. Consequently 

there was unnecessary repetition to the exclusion of more enjoyable 

activities and the acquisition of new skills. Little attention was 

given to the identification and correction of individual weaknesses. 

Observational visits revealed that at HMS Mercury a whole after-

noon was devoted to sport as opposed to limited periods at other 

establishments. At HMS Raleigh the Swedish system with its emphasis 

on a formal and ~isciplined approach and response held a central 

POSition in the curriculum almost a decade after its official demise. 

Here it was thought noticeable that few of the participants were 
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motivated or enjoying the activities, and grave doubt was expressed of 

the possible effects on future attitudes to exercise and fitness. 

A contrast was witnessed at HMS Ganges where free activity work 

emphasized enjoyment, team spirit, and the introduction of new 

activities and skills. It was observed tht the participants appeared 

fitter, happier and healthier. 

An important point highlighted by Commander T was that many RNPTB 

personnel promoted and projected physical fitness in terms of 

exceedingly high and intimidating standards rather than in realistic 

and practical requirements to perform physical tasks without stress and 

strain. 

116 Commander T again recommended that current naval directives on 

physical training should be amended to give clearer gui~ance. Teaching 

methods should be reviewed and a progressive and comprehensive syllabus 

should be designed. Regular meetings of RNPTB personnel should be 

Convened to keep everyone informed of up to date practices and 

developments. He did not support formal and routine physical fitness 

testing because of the administrative problems and the difficulties in 

defining standards. 

Even as Commander T presented his report, some, dissonance was 

eVident with the disclosure by the Director RNPTB of details of a 

proposed physical fitness test. HMS Temeraire Royal Naval School of 

PhYSical Training had not been consulted and the first Commander T knew 

of the test was gleaned from local press reports. 

117 The Director RNPTB proposed to introduce Cooper's Aerobic Test 

which was used by the American and Canadian armed services. The test 

consisted of running l~ miles or swimming 750 yards in times graded 

for age. For personnel over 45 years old there was a third option of 

walking 2 miles against the clock. In the Royal Navy the test would be 
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undertaken voluntarily on a non-competitive basis, but substantial 

modifications were made to the age graded performance standards. 

Cooper's 'fair' standard was designated 'poor', and the lower level' 

'good' standard was reassessed 'satisfactory'. 

Commander G drew attention to Cooper's recommendation that 

personnel should undergo a medical examination and preparation training 

before undertaking the test; and he suggested that a 'Step Up to 

118 Fitness Test' should be a prerequisite to monitor individual 

physical capacity prior to taking Cooper's test. Commander T's 

recommendation that both tests should be evaluated was accepted, but 

before the evaluation process was completed details of the tests were 

distributed for use throughout the navy. 

Initially considerable interest was shown but this declined 

markedly after a short period due to the lack of compulsion attached to 

the tests
l19

• To compensate for this decline, some regional naval 

commands introduced a competitive element based on establishment 

120 cOmplement achievement percentages • Immediately following the 

collapse and death of a sailor participating in the tests, MGD convened 

a naval medical working party to examine the implications of physical 
~ 

fitness in the Royal Navy. 

The medical working party greatly deplored the introduction of the 

fitness tests and noted that following several deaths in the American 

and Canadian armed services Cooper's test had been abandoned. It was 

also observed that within the Royal Navy the Stepping Up to Fitness 

Test had been misinterpreted and was not carried out in accordance with 

the rigid guidelines of the originators. The medical working party 

requested the Profe~~or of Naval Medicine to urgently communicate their 

121 concern to MDG to have the tests discontinued • 
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The innovative activities of the next two years from 1976 to 1978 

were characterized by little progress and a voluminous exchange of 

correspondence between various naval directorates and personnel involved 

122 and uninvolved with the physical fitness testing issue • The sheer 

volume of opinion, argument, counter-argument and discussion is beyond 

the scope of this study and indicates the very contentious nature of 

this innovation. 123 However it can be concluded that a large body of 

senior naval opinion advocated prescribed and mandatory fitness 

standards for promotion and re-engagement. 

In November 1978, DCI742/78 related to leadership courses for 

ratings included a requirement for the Step Up to Fitness Test to be 

124 passed at the beginning of each course as a prerequisite to the 

125 original fitness test adopted from the United States Navy and used 

in the Royal Navy in 1964. The medical working party on physical 

fitness completed its report early in 1979 but promulgation was delayed 

as the recommendations concerning fitness testing were not agreed to by 

Current physical fitness testing is related to successful 

completion of leadership courses governed by DCI742/78. 

5. Innovation J. The Recreation Manager Concept 

In Chapter Three of this study, reference was made to the changing 

role of the naval physical trainer towards the concept of him as a 

manager and organizer of recreation and leisure. This innovation is 

evident in the RNPTB's interpretation of its tasks and responsibilities, 

and is further reflected in the instructor qualifying courses and 

employment categories shown in Figure 3. External and internal trends 

and pressures created a climate of change within the Royal Navy which 

initiated this role emphasis innovation. 

Externally there was a focussing on the leisure phenomenon. 

Freidman 127 n , Redlich128 and Matejh0129 highlighted the significance 
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of leisure and recreation in relation to social, economic and 

technological changes in westernized societies. Pimlott130 , ROberts13l , 

132 
and Smith et aL accounted for the unprecedented growth of recreation 

in Britain from the end of the Second World War in 1945 which could not 

solely be attributed to reduced working hours and longer holidays. 

Indeed subsequently, ten major determinants of British leisure patterns 

were identified, consisting of time, money, age, sex, family status, 

social class, seasonal variation, leisure supply and technology, and the 

133 impact of government and the public sector • Central and local 

government expenditure on public recreation.facilities was increasing, 

and leisure related goods and services accounted for almost 20\ of all 

134 consumer expenditure • Rationales to underpin education for leisure, 

135 such as that proposed by Basin! , demonstrated how leisure and 

recreation were beCOming institutionalized in contemporary Britain. 

Traditionally the aims of naval physical training had been seen 

to be aChieved by regular and compulsory exercise periods characterized 

by large numbers of men carrying out supervised gymnastic activities. 

A letter
136 

to the Mi i f ubli Treasury in 1966 from the n stry 0 P c 

Buildings and Works, the government department responsible for the 
; 

prOVision of sport and recreation facilities in the armed serVices, 

reveals how attitudes were changing in response to wider societal and 

military trends. 

Firstly, it was thought there was an increased requirement for a 

higher level of general fitness within the armed services because trade 

Specialization had accentuated the interdependence of military skills. 

There were increasing possibilities of specialists from one service being 

transferred to support the fighting units of another servic~ where 

phYSical demands were more intense. Secondly, current social attitudes 

idi n cated that servicemen in peactime should enjoy a private life no less 
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extensive, comfortable and affluent than that of a civilian. This 

reorientation of expectation had produced a fundamental change of outlook 

in service life. The physical fitness requirement was becoming 

unattractive unless a programme of interesting activities and facilities 

were prOVided. Thirdly, the prevailing emphasis on quality of training 

rather than quantity made it increasingly important to ensure every 

serviceman was physically fit. 

These changes in official thinking took place in the mid 1960's in 

the context of joint service planning when the amalgamation movement in 

the British armed services was at its zenith. What did not change for 

the Treasury was the requirement to obtain the most suitable and 

adequate recreation facility for the most economical price. For the 

planners wi thin the Minis try of Public Buildings and Works it was an 

exercise in standardizing the most desirable design features which were 

acceptable to all the armed services. A design guide for a standardized 

PhYSical and Recreational Training Centre (P & RT Centre) was produced, 

but within this general framework there was a degree of flexibility to 

accommodate local conditions and individual service needs. 

In the late 1960's the P & RT Centre concept was adopted by t~e , 
Royal Navy to replace conventional gymnasia. Where potential existed 

for optimum use by naval personnel and families, large complexes were 

developed to include a sports hall, swimming pool, hobby rooms, squash 

courts, community hall and shopping precinct. 

Even though P & RT Centres were developed in the navy, centralized 

drafting, reductions in personnel, the abandonment of the old port 

diViSions, and a restructuring of new naval regional commands reduced 

th 137 e time, opportunity and inclination for sport and recreation As 

the pace and intensity of everyday naval routine and operations at sea 

continued to increase, attention was drawn to the quality of life in the 

Royal Navy: 
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we have allowed no costed time, other than long leave, for 
the humanities ••• It is a dangerous fallacy to aim for 
strictly business efficiency results which are constantly 
claimed but sometimes known not to be achieved by inflexible 
and static industries working fixed or limited hours. Such 
methods applied ruthlessly or unimaginately to a round the 
clock organization which must be available to react to 
anything anywhere will inevitably dash and result in the man 
going to the wall138• 

139 Similar conclusions were arrived at by no less than three reports 

which investigated sport and recreation in the Royal Navy in 1969 and 

1970. The most definitive evidence of broad based attitudes to naval 

140 sport and recreation was contained in the second of these reports 

wherein 35 visits were made to ships and establishments in the United 

Kingdom and nearly 400 interviews conducted with senior and junior 

officers and ratings. It was established that attitudes to sport and 

recreation varied according to age and seniority, but overall 80\ of 

those interviewed conSidered sport and recreation to be essential parts 

of naval life, and 69\ felt there was insufficient opportunity to 

participate. Many interviewees thought there was a serious imbalance 

between naval work and recreation that had reached almost intolerable 

proportions in recent year~. The intensity of this feeling and concern 

is SUCCinctly demonstrated by a senior rating who said: 

Admirals and generals in high places have paid lip service 
to the needs of sport ••• too often they seem from where I 
stand to have been in the pockets of the politicians and 
the Treasury, and the rest of us in the Navy and Marines 
can go to the devil with work, more work and still more 
work with less hands to do the work with. Look I'm old and 
very bitter about sport in the Service14l• 

A Similar sentiment was echoed by a senior officer who was seriously 

concerned: 

at the lack of balance between work and recreation ••• the 
ridiculous pressure at which we work is madness. ~.e Royal 
Navy must make a conscious effort to relax and this demands 
leadership from the top142. 



209. 

This general dissatisfaction with naval sport and recreation and 

problems arising from the management of the increasing development of 

P & RT Centres were apparent to the RNPTB. Lieutenant Commander 0 (SO), 

a prominent opinion leader in the RNPTB who previously as a Lieutenant 

had championed the free activity method in the replacement of the 

SWedish system, wrote to the Commanding Officer Royal Naval School of 

Physical Training drawing attention to the need for high quality 

143 management in large and expensive facilities • He pointed out that 

in the past the RNPTB had often been slow and insular to changes in 

society and it was timely to act as: 

Recreation Management is still very much embryonic. The 
gathering together of essential knowledge and the develop­
ment of a full range of courses has only just begun • 
••• We in general see recreation as being synonymous with 
physical activity. Both within and without the Service 
there are far too many concentrated pockets of interests 
in the form of sport, arts, entertainment, that never ever 
get together. We should strive to bring these ingredients 
together in order that a comprehensive and effective service 
can be made available to our customers144 • 

This appeal for efficient and specialized management of recreation 

Was significant for two reasons. Firstly, it indicated within the RNPTB 

that there was a changing attitude which regarded naval personnel as 

-~ potential customers rather than captive participants. 
~ 

Secondly, from 

1966 DGNMT had believed145 that the study of management principles should 

not only feature in the syllabuses of courses attended by more senior 

officers but should also be included in the training of younger officers 

and ratings at early stages of their careers. OGNMT reasoned that 

general awareness and an appreciation of well established management 

prinCiples would improve operational efficiency and the ability to cope 

with problems of a modern and progressive navy. 

Idea generation and problem solving activities within the concept 

of a naval recreation manager were evident at several levels throughout 
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the Royal Navy. The Commander in Chief Portsmouth suggested to DNPTS 

146 that future training in the RNPTB might include recreation management • 

147 
DNPTS also probed the relevance of recreation management for the 

RNPTB and sent one officer to evaluate a short sandwich course at 

Loughborough University. The syl!abus of a one year full-time recreation 

management course at North West polytechnic in London was examined and it 

was proposed to send another RNPTB officer on the course in January 1973. 

The idea of a working party to examine RNPTB officer training and the 

opportunities to study recreation management in the RAF and civilian 

colleges was also considered. 

A stUdy148 of the use of the naval P & RT Centre at HMS Neptune 

confirmed a national trend that the system of management was not equal to 

the increased demand. Care was taken to stress that this deficiency did 

not imply a criticism of the RNPTB staff employed there, but rather an 

indication of the lack of adequate and flexible management techniques. 

Th l~ ese difficulties at EMS Neptune reinforced the belief that the short 

sandwich course at Loughborough University would be extremely valuable 

for RNPTB officers in charge of large P & RT Centres. An attractive 

possibility was the apparent willingness of Loughborough University to 
~ 

deSign and organize a recreation management course specifically suited to 

RNPTB requirements with a syllabus based on instructional units spread 

Over twelve or eighteen months conducted at the candidate's own naval 

establishment. 

Other important viewpoints served to emphasize that a change of 

approach was required in naval provision of recreational facilities. 

A 150 report on naval accommodation for junior servicemen argued that 

young men entering the navy were more sophisticated than their rreced-

essors. Higher levels of education, wider knowledge, and behaviour 

patterns established by outside influences together with high naval 
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wages had \~reated more opportunities for travel, study, need fulfilment 

and self expression. 

The report highlighted many aspects of naval life that were in 

contradiction with civilian society. Isolated naval establishments were 

closed communities seemingly unable to provide a sufficient variety of 

facilities or generate community enthusiasm. In spite of attempts to 

retain diStinct identities, such as ships' companies, the structured and 

centralized organization of the navy promoted mass anonymity that 

encouraged apathy. The ordinary sailor's link with committees concerned 

with SOCial, sport and recreational activities was tenuous, and 

partiCipation in the organization of such activities was almost 

impossible. The degree of democracy that existed in the navy varied 

b 151 etween establishments and was dependent upon 

a. The degree of individual incentive related to length of stay in the 

establishment. 

b. The attitude of the establishment administration. 

c. The degree of dependence upon the establishment for social life. 

d. The size of the establishment. 

Most naval establishments had organizing committees fo~off duty 

activities which invariably were large scale, pay at the door, have a 

drink in the bar, and wear a tie type dances. Financial success was more 

important than participant satisfaction and the prevailing large scale 

entertainment concept inhibited smaller group activities. An allied 

problem was the difficulty of meeting girls. Women were forbidden entry 

to-naval. establishments except on special occasions and then only at the 

Closely organized dances. There was little possibility of individual 

hOSting ~s in civilian life, and the atmosphere at organized events 

tended to be dour, male dominated and conducive to little other than 

drinking. 
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The central core of all these difficulties was the 'navalness' of 

off duty life with its rules and hierarchies. These aspects were so 

entrenched it was felt that the navy would find it very difficult to 

emulate the conditions for enjoyment and relaxation that existed in 

civilian life. Events were organized to suit the majority, but it 

appeared that only a minority were satisfied. Attempts to innovate were 

resisted by superiors and it was argued that, "where a club or activity 

is created by local initiative it ought to be able to win official 

sanction and protection,,152. It was: suggested that the provision and 

location of barrack flats outside the security perimeters of naval bases 

might alleviate a large part of the social and recreation problem within 

the Royal Navy. 

Another important opinion was publicly expressed by CINCNAVHOME on 

the occasion of the Naval Under Secretary of State's visit to Portsmouth 

on February 6th 1973. Referring to naval recreation he said: 

In the past the Royal Navy has tended to look upon recreation 
in a rather traditional and narrow manner, as being concerned 
only with organized team events. Like the rest of the 
country we are now becoming more fully aware of the part that 
recreation plays in making up the whole man. And like their 
civilian counterparts, young sailors are becoming increasingly 
sophisticated in their outlook in this matter. They are 
looking more to individual activities rather than~team games 
and are interested in such diverse activities as sk-ing, 
gliding, sub-aqua, and golf, to name but a few. They are 
prepared to spend considerable time, effort and their own 
money on such activities. But unlike the static civilian, who 
can over a period find means of following his own bent within 
his local area, the sailor is continually on the move and 
although he has the enthusiasm and the willingness to take 
part, he often finds the means of doing so elude him. 
I believe that the Navy must continue to develop the concept 
of recreation management, so as to provide the organization 
and the framework to enable a young man readily to undertake 
such activities lS3 • 

Other investigations into the methods of administering leisure 

activities within Naval Home Command, such as the one conducted at the 

Britannia Royal Naval College Dartmouth, EMS Fisgard and HMS RaleighlS4 , 

resulted in the concept of a naval recreation manager being adopted. 
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Where circumstances permitted, RNPTB officers were appointed to co-

ordinate the use of leisure resources and facilities. The organizational 

structure of recreation management in a large naval establishment is 

shown in Figure 7. 

As part of the implementation process, adjustments were made in the 

syllabuses of the RNPTB instructor qualifying courses at the Royal Naval 

School of Physical Training. Following a job analysis of RNPTB 

. 155 
instructors by the Naval Manpower Utilization Unit the syllabus 

modifications allowed some degree of specialization as administrators or 

sport coaches. In this way the RNPTB would: 

1. PrOVide and control the supply of specialist coaches and officials 

for naval sport and recreation. 

2. Ensure each activity had trained personnel responsible for its 

development and administration. 

Within the implementation process the development of P & RT Centres 

156 was extended , two periods of recreation per week in training 

establishments of Naval Home Command became mandatory157, and two RNPTB 

officers attended the one year full-time recreation management course at 

-- North West Polytechnic. 

Evaluation of the implementation process characteristically followed 

the Royal Navy procedure of reports submitted at intervals. The report 

of the Commanding Officer HMS vernon159 at Portsmouth illustrates this 

evaluative approach and also indicates some modification of the 

innovation. 

The concept of recreation management was introduced at HMS Vernon in 

March 1973 F~d had been operating for eighteen months. The recreation 

manager was assisted by a recreation secretary/sports officer and three 

section managers responsible for physical activities, social activities, 
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and adventure training. The functions of the management group were seen 
160 as 

1. To impartially recommend to the welfare committee of HMS Vernon the 

allocation of funds aVailable for leisure activities. 

2. To assist club secretaries in the promotion of activities so that: 

a. all establishment leisure facilities were extensively used. 

b. all establishment personnel were aware of participation 

opportunities. 

3. To monitor the maintenance and control of equipment. 

The recreation management team met monthly prior to the meeting of 
\ 

the welfare committee to consider the financial bids submitted by club 

secretaries and to examine the promotion of certain events. An 

important strategy built into the arrival procedure of new personnel to 

HMS Vernon was to ascertain their personal interests and disseminate 

information on available activities. 

The effectiveness of the recreation management system at HMS Vernon 

was considered under the headings of finance, equipment and facilities, 

personnel, and participation. 

~ 

Finance. The major benefit was the more appropriate allocation of 

finance from the welfare fund. In the first year of implementation 

approximately £3900 was spent on over thirty different activities and 

sports. Minor activities such as horse riding, fishing, and choral 

singing had been able to develop, and teams had entered navy and civilian 

competitions and events. 

Equipment and facilities. In the more traditional sports the represent­

ative teams of EMS Vernon were better equipped and able to entertain 

ViSiting teams without undue personal expense. The purchase of camping 

eqUipment had led to a growing demand for such activity by establishment 

personnel and their families. Increased participation and the 
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development of minor sports had created problems of facility provision. 

Personnel. The only full-time member of the recreation management team 

was the manager of physical activities. The other members of the team, 

including the recreation manager, could only devote a small proportion 

of their time to the promotion and administration of leisure activities. 

Participation. In some activities wide participation had been achieved. 

For example, during the summer months a lunchtime volley ball league 

had attracted 150 players a week. However, many personnel did not take 

part in any leisure time activity. Some claimed to be bored, and some 

indicated that lack of awareness had prevented their participation. 

Measures to improve communication between the management team and non-

participants were being taken. 

A management by objectives approach had been adopted. Key areas 

of operation had been identified and achieved performance standard 

~l criteria had been delineated as : 

1. When majority group requirements are met and requirements of 

minority groups are met when conditions permit. 

2. When HMS Vernon personnel can readily discover and use existing 

facilities. 

3. When activities operate within approved budget margins. 

4. When representative sports and activities of HMS Vernon are 

administered efficiently. 

s. When funds and stores are administered in accordance with service 

and establishment regulations. 

It was concluded that the recreation management concept had 

achieved some success in providing a wide range of leisure activities 

and concentrated resources where they were most needed at HMS Vernon. 

It was thought that if wider partiCipation was to be achieved then at 

least two of the positions in the recreation management team had to be 
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full-time appointments. 

6. A Comparison With Previous Innovative Activities 

In this section the change processes of innovations F, G, H, I and J 

presented in this chapter are compared with those of innovations A, B, 

C, D and E previously scrutinized in Chapter Five. Broad similarities 

exist between tb.e two sets of innovations. As indicated in Chapter 

Five, innovations A and E were organizational changes, B contained 

changes of method and content, while D was an innovative package 

containing changes of organization, content and method. Similarly, 

innovations G, H and J were organizational changes, method and content 

changes characterised innovation F, while I was a physical fitness 

tes ting me thod. 

This typology based on an innovation's major change emphasis is 

simplistic but convenient. Its main limitation is that it gives no 

indication of accompanying or minor changes which may be vital to the 

innovation. For example, in innovation G, the major change emphasis 

in the attempts to amalgamate the physical training branches of the 

armed services was essentially one of organization, but changes of 

method and content were features of considerable importance. The 

typology is therefore a tenuous one, but it does serve as a reference 

base from which comparisons can be made between previous and recent 

innovative activities of the RNPTB. Here the emphasis is focussed on 

the change processes surrounding innovation proposals, external consult­

ations, pilot studies, and evaluation procedures. 

The most striking contrast between the proposals of previous and 

recent innovations is afforded by the sharply differing degree of 

formality in their presentation. All the proposals for previous 

innovations A, B, C, D and E were lengthy and formal. Only the proposal 

for the recent innovation G, which began as a Ministry of Defence 
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instruction to explore the concept of amalgamation, can be categor-

ized as formal. For the RNPTB innovations a and I were attractive and 

important. The integration of WRNS physical training instructors was 

an extremely advantageous expedient. The proposed compulsory fitness 

test for naval career advancement carried possible increments for RNPTB 

image and prestige. The formation of a favourable or unfavourable 

attitude towards an innovation does not always lead directly or 

163 164 immediately to a rejection or adoption decision , but the letters 

containing the initial proposals for a and I were markedly informal, 

friendly, and successful! 

None of the proposals for previous innovations A, B, C, D and E 

originated from within the RNPTB. This was not the case with 

innovation proposals F, G, a, I and J. Innovations a and I were 

initiated by proposals made by DNPTS. No written proposals character­

ized innovations F and J concerned with the replacement of the Swedish 

system and the recreation manager concept respectively. The origins 

of these two latter innovations were gradual, emanating as they did 

from 'grass root' pressures from within the RNPTB. The unpopularity of 

the Swedish system and societal trends in recreation created a general 
" 

awareness for change rather than any formal or specific proposal. In a 

similar fashion it was internal naval pressures, such as demanding 

operational work routines and inadequate recreation provision, which 

highlighted the need for personnel skilled in recreation management 

rather than any identifiable proposal. 

A major difference noted in previous innovations was the tendency 

of proposals for organizati'onal change to arise from committees, as 

OPPosed to the initiation of method and content innovations from 

proposals by individuals. Significantly, no committee proposals 

initiated any recent innovation considered here. Instead the main 
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thrust of recent cOmmittees, perhaps more aptly renamed working parties, 

has been in the problem solving phases of innovation. This trend is 

Succinctly demonstrated in innovation G to amalgamate the physical 

training branches, where a succession of working parties concentrated 

their efforts to find the most acceptable alternative; or again in 

innovation I where working parties grappled with the problems of 

establishing physical fitness criteria and test selection. 

A further major development in innovation processing can be 

identified in F where the justification for replacing the Swedish 

system was verbally argued at a RNPTB conference which in itself was an 

innovation. 165 The subsequent call for opinion and ideas also sharply 

contrasts with the narrow and limited input that characterized previous 

innovative activities. This widening of input can also be seen in the 

numerous surveys and questionnaires that were associated with recent 

innovations I, F and J. 

External consultations featured in both previous and recent 

innovative activities. The extent of information seeking was innovation 

specific, being dependent on the nature of the innovation and of the 

personnel wishing to innovate. Previous external consultations tended 

to suggest that information seeking was facilitated where innovations 

possessed well defined curriculum content or highly visible instruct-

ional methods. While this tendency remained true in recent innovations, 

the role of innovating personnel appeared to be a more critical factor. 

This is demonstrated in the contrast of information seeking activity in 

F and I. In F, an essentially method and content innovation, external 

consultation was a minimal one day visit to Loughborough University 

Where it will be recalled the information seeking activity was likened 

to drawing blood from stone. By contrast, the information gathering on 

h 166 P ysical fitness testing within innovation I was extensive • 
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Organizational innovations H and J concerned with the integration of 

WRNS physical training instructors and the recreation manager concept 

exhibited moderate information seeking activity, but the very nature of 

the amalgamation attempts in innovation G necessitated inter-service 

consul ta tions • 

No pilot studies took place in G, Hand J, which were recent 

innovations of organizational change. F and I, predominantly method and 

content innovations', were extensively featured with pilot studies. The 

pilot stUdies conducted in F to test the P & RT System induced a gradual 

and consolidated development of the innovation during the prOblem 

solving phase. Small pilot studies conducted initially at the Royal 

Naval School of Physical Training and then at EMS Ganges, a junior 

entrant training establishment, produced a tentative scheme. Wider 

trials at other establishments facilitated the identification of 

problems, such as insufficient time allocations for the teaching of rope 

climbing and circuit training. The pilot studies to test the suitability 

of various physical fitness tests followed a similar pattern. The first 

trials conducted with selected RNPTB instructors were then followed by a 

wider application to other naval personnel. Such feedback, prOblem 

identification, and invited discussion further signify a widening 

participative approach to RNPTB innovation processing. 

An increasing variety of techniques characteriZe the evaluation 

procedures used in recent RNPTB innovative activities, but traditional 

methods such as inspections and reports on individual performance of 

duties continue to playa significant role. Much of the evaluation of 

the RFRT System of innovation I is done in this traditional way with 

Command Recreation Officers carrying out inspections of physical training 

units within naval establishments. In this respect they function as the 

old Inspectors of Gymnasia billeted in flagships of yesteryear. 
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Traditional evaluation methods have been supplemented by techniques 

derived from principles of modern management. Foremost of these modern 

techniques is the management by objectives approach used in innovation J 

to identify key areas of operation and to elicit whether or not 

delineated performance standards are achieved in the provision of 

167 
recreation • This latter approach is in keeping with a general trend 

168 to manage most areas of RNPTB endeavour by behavioural objectives • 

No specific evaluation procedures have been applied to innovation H 

to assess the integration of WRNS physical training instructors into the 

RNPTB, but an individual task book to be endorsed on satisfactory 

completion of specified work experiences records the progress of all 

newly trained RNPTB personnel. 

The greatest contrast between previous and recent evaluation 

attempts lies in the greatly extended use of informal interview surveys 

and structured questionnaires. These techniques are particularly 

eVident in innovations concerned with naval sport and recreation where 

RNPTB orientations to elicit the needs of customers rather than captives 

are increasingly manifest. 

In summary, an adaptation of Tushman's169 model of innovation phases 

and key communication domains was used to examine the dimensions of idea 

generation, problem solving, and dissemination and implementation of 

recent innovative activities of the RNPTB. The selected recent 

innovations were:-

Innovation F. The Replacement of the Swedish System. 

Innovation G. The Attempts to Amalgamate the Armed Services' Physical 

Training Branches. 



Innovation H. The Integration of WRNS Instructors into the RNPTB. 

Innovation I. The Introduction of Physical Fitness Testing. 

Innovation J. The Recreation Manager Concept. 

222. 

Additionally, the change processes of innovation proposals, external 

consultations, pilot studies, and evaluation procedures of these recent 

innovative activities were compared with previous innovations which 

consisted of: 

Innovation A. The Formation of the RNPTB. 

Innovation B. The Adoption of the Swedish System. 

Innovation C. The Introduction of Ju-Jitsu. 

Innovation D. The 90% System. 

Innovation E. An Attempt to Form a WRNS Physical Training Branch. 

In this comparison it was suggested that the majority of recent 

innovation proposals are less formal, and except for G all the recent 

proposals originated within the RNPTB. Information seeking activity 

was innovation specific. Within recent innovations the input of opinion 

and ideas has widened, but only method and content innovations F and I 

were characterized by pilot studies. It was noted that traditional 

evaluative methods are supplemented by a variety of contemporary 

techniques. 
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Chapter Seven 

Issues and Outcomes 

One analysis in the early 1970's of nearly 1500 ,innovation studies 

1 indicated that only 38 of them investigated consequences. Many 

evaluation programmes of education curriculum projects have been 

concerned primarily with questions of content, arrangement and present­

ation
2

• This evaluative bias has often arisen from the tacit assumption 

that innovation consequences will be positive and beneficial. 

Consequences are also difficult to evaluate because they occur over 

extended periods of time, and it is necessary to judge them in the 

3 context of the innovating unit's own needs and values • 

Consequences are changes that occur as a result of the adoption or 

4 5 rejection of an innovation , and have been classified as :-

a. Function or dysfunctional depending on whether the effects of an 

innovation are desirable or undesirable. 

b. Direct or indirect depending on whether the changes occur as an 

immediate response or as a result of the direct consequences of 

an innovation. 

c. Manifest or latent depending on whether or not the changes are 

recognized or intended. 

In this chapter the emphasis is on issues and outcomes relevant to 

this study rather than on innovation consequences. Issues are regarded 

as matters arising from the exposition within the study, while outcomes 

are considered to be circumstances which emanate from the innovations 

in naval physical training, sport, and recreation. In particular, 

there is a brief indication of the innovations' progress and present 

status. The processes of innovation facilitation and institutionaliz-

ation wi thin the RNPTB are scrutinized. The applicability of 

recognized models of change is examined. Finally, the concept of 
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innovation persistence is explored. 

1. Innovation Progress and Status 

As a reference base to facilitate further examination the general­

ized progress and status of the previous and recent innovations in the 

RNPTB can be summarized as:-

Innovation A. The formation of the RNPTB was implemented in 1902, and 

except for the World War One years 1914-18, has operated 

as a formal organization with various changes of 

structure, teaching methods and curriculum content. 

Innovation B. The Swedish system of physical training was adopted in 

1903, and with only minor modifications persisted until 

1967. 

Innovation C. Introduced as ju-jitsu in 1905, judo continues in the 

curriculum of RNPTB instructor qualifying courses, and 

features in the PFRT syllabuses of naval training 

establishments. 

Innovation D. The demise of the 90\ System can not be precisely dated. 

Introduced in 1919, remnants of it are evident in the 

6 Handbook of Physical and Recreational Training 

published in 1940, and certain embellishments of the 

innovation, such as the SCB, continue to flourish in 

support of naval sport and recreation. 

Innovation E. The attempt to form a physical training branch in the 

WRNS in 1947 did not succeed. Instead, a greatly 

reduced innovation permitted a few WRNS officers and 

ratings occasional training to become part-time 

organizers of sport and recreation. 

Innovation F. In 1967 the PFRT system ~eplaced the Swedish system and 

continues as the mainstay of naval physical training in 

training establishments. 
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Innovation G. The innovation attempts in 1964, 1971, and 1974 to 

amalgamate the physical training branches of the armed 

services did not succeed. 

Innovation H. WRNS physical training instructors were trained and 

integrated into the RNPTB in 1977 and continue to serve 

in selected billets. 

Innovation I. Starting in 1963 the innovation attempts to establish a 

compulsory fitness test were eventually modified in 

1978 to permit limited testing in selected leadership 

courses and promotion procedures. 

Innovation J. With various minor adaptations related to local 

conditions, the recreation manager concept was 

implemented in 1972 and continues in selected naval 

establishments • 

2. Innovation Facilitation 

The success or failure of these innovations can in part be explained 

in terms of facilitation within the RNPTB. The concept of facilitation 

is used here to connote how certain elements of the communication and 

7 
support system within the infra-structure of the innovation process 

contribute to success or failure. 

Elliott
8 

has classified dissemination programmes of educational 

innovation according to whether they express an advocacy or experimental 

approach. The former is a non-neutral strategy to secure adoption, 

while the latter involves a neutral attempt to help the innovating unit 

to assess the effects of innovation by implementing it experimentally. 

If an innovation is thought desirable within the RNPTB, the strategy 

purSued by DNPTS is essentially non-neutral and closely aligns with 

HOUse's factor of advocacy:-
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over the short and medium term, the success of the 
innovation will depend on whether an enthusiastic "advocacy" 
develops around it. Advocacy requires a small group of 
people who protect and propagate the project in face-to-face 
contact. This is entrepreneurialism in its fundamental 
form --- the organization of goals and people. If advocacy 
does not develop, the chances of the innovation being 
utilized at all are very slim9 • 

The failure of innovations E and G, the former concerned with the 

formation of a WRNS physical training branch, and the latter with the 

amalgamation of the physical training branches of the armed services, 

10 may be largely attributed to the lack of advocacy and some hostility 

displayed by DNPTS. 

The adoption model of naval physical training, sport and 

recreation, shown in Figure 5 on page 98, illustrates the dominant 

role played by DNPTS throughout the innovation process which serves 

to highlight a second essential element for success. As the decision 

uni t of the R1~TB a primary role of DNPTS is to act as sponsor of 

innovations in naval physical training, sport and recreation. The 

importance of sponsorship has been discusseq by Blyth et aLll and 

features in House's analysis of factors essential for innovation 

success:-

One powerful factor promotes and rejuventates innovation -
sponsorship •••• If the innovation is supported by a power­
ful sponsor, more resources can always be found, and 
previous errors can be corrected. If the innovation is not 
sponsored by a powerful agency, it gets only one chance. 
When it runs into difficulties or exhausts its resources, 
it is finished. Like the son of a rich man, the well-

,endowed innovation gets many chances 12 • 

The low formal but high informal status and influence of the RNPTB 

was demonstrated in Chapter Three of this study, and is mirrored in 

both the success and failure of innovations considered here. High 

informal influence accounted for the success of A, where in a 

relatively short time the innovation curtailment and fi~,ancial 

13 constraints were overcome to permit full implementation • Likewise, 
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RNPTB14. 
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This support from wider and higher levels of au~~ority is often 

essential, particularly where an innovation has implications for the 

whole navy. The approval is not always forthcoming, as was demon­

strated in innovation I in the attempts to secure compulsory fitness 

testing, but where such support is deemed critical a great deal of 

lobbying is carried out among senior ranks favourably disposed towards 

the RNPTB. The best example of this strategy was in innovation G, 

where machinations by DNPTS together with a significant lack of 

sponsorship greatly ensured that the RNPTB was not amalgamated with 

the physical training branches of the other armed services. 

While this high informal status exerts great influence at levels· 

higher than DNPTS in the naval hierarchy, see Figure 5 page 98, at 

levels below DNPTS an additional and important factor should be noted. 

Unlike educational innovations in circumstances where persuasion is a 

vital element, a central dimension of innovation within the RNPTB is 

the element of compulsion and the mandatory nature of dissemination 

and implementation. All RNPTB personnel are compelled to implement 

in aCcordance with DNPTS instructions, although as was demonstrated in 

innovations Band F, when detection and sanction were not possible the 

dissatisfaction with the Swedish system of physical training led to 

discontinuance. 

The concept of facilitation may be widened to appraise how far 

the RNPTB has evolved a general procedure for innovation. From the 

examination of previous and recent innovative activities undertaken in 

Chapters Five and Six of this study, it may be concluded that an 

innovation procedure or communication support system has evolved in 

the form of proposal examinations, external consultations, pilot 
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studies, retraining courses for personnel and evaluation attempts. Some 

aspects of this procedure, such as innovation proposals, pilot studies 

and evaluation attempts, have already been examined in the preceding 

chapters. Here some essential ~ut less obvious facets of the system are 

conSidered. 

All innovative activities are coordinated and overseen by DNPTS, 

but procedural arrangements vary according to innovation type. 

Organizational changes are :i.mplemented by DNPTS, and innovations of 

equipment and facilities are supervised by the Sports Amenities Projects 

Officer (SAPO), a SD category officer within DNPTS, see Figure 1 

Page 65. In content and method changes the innovation-authori ty 

deCiSion remains. with DNPTS, but some or all aspects of idea generation, 

problem solving, and dissemination and implementation are delegated to 

HMS Temeraire Royal Naval School of Physical Training or to the SCS, 

see Figure 5 page 98, dependent on whether or not the innovation is 

primarily concerned with physical training or sport and recreation. 

Within these two subordinate units, small teams are appointed to process 

the innovation through some or all its stages, and this arrangement can 

be likened to the project teams of educational innovations. If 
/ 

HMS Temeraire or the SCS lack the capaci ty to process the innovation 

then a team may be assembled from personnel who are transient between 

aPPOintments. 

Further extension of the facilitation concept could be to inquire 

whether or not particular innovations facilitated or inhibited other 

changes. To start such an inquiry with innovation A by which the RNPTB 

was inaugurated would be to follow a pointless and empty argument as to 

Whether or not other innovations or those considered in this study would 

have oCcurred. Yet it does appear as if some innovations did facilitate or 

inhibit other changes. In the latter category for instance, the 
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persistence of the Swedish system from 1903 to 1967 in innovation B 

might be cited as a notable example where change was inhibited within 

the RNPTB in contrast to the many radical changes in physical education 

that occurred in Britain during the same period. Whether the reasons 

lie with certain characteristics of this innovation, or with the 

associated personnel, or with wider societal influences, or with some 

or all of these considerations can not be ascertained. 

In a similar fashion there may be grounds to suggest that the 

recreation manager concept of innovation J was facilitated by the 

liberalizing effect of innovation F that introduced a more informal and 

customer oriented approach to naval sport and recreation. In the 

absence of any s~pporting evidence, these suppositions must unfortun-

ately remain speculative. Nevertheless this line of inquiry could 

prove to be a valuable one, and must be noted as a possible avenue for 

future research. 

3. The Institutionalization of Innovation 

Institutionalization has been the major problem 1n the attempts to 

i 15 ntroduce innovations in British schools • The fundamental reasons 

for this difficulty have been a lack of adequate resources, and 'tissue 

'" rejection' which occurs when there 1s a discrepancy between the 

i 16 nnovation and the 'pedagogical code' of the school • 

The inherent difficulty in examining the institutionalization of 

sport has been identified by LOY:-

I can conceive of no topic having greater significance for 
sport sociologists than that of the institutionalization 
of modern sport. Yet, one can find few insightful analyses 
of this general process in the sociology of sport 
li terature17• 

18 At a macro level of anAlysis, Gruneau and Albinson have discussed 

the institutionalization of sport in terms of a range of processes Which 
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includes increasing technical orientation, commercialization, bureau-

cratization, and democratization. 19 Ingham portrayed institutionalized 

sport as characterized by regulation, formalization, ideological 

justification and transmissibility. In modelling types of sport and 

. 20 
their direction of development, Pearson depicted institutionalization 

as leading to increases in competitiveness, organizational complexity 

and valued prowess. 21 However, elsewhere , he demonstrated the 

institutionalization of non-competitiveness and the rejection of high 

degrees of formalization and organization, but these latter instances 

are exceptions rather than the rule. In the main, the institutional-

ization processes of sport have been depicted as mirroring the 

formalized, hierarchical, rule-laden, and efficiency-seeking types of 

i 22 soc al organizations such as government departments, large business 

corporations and the armed services, which are found in advanced 

industrial societies. 

23 The concept of institutionalization used here is intended to 

refer to the manner in which innovations are integrated with other 

activities of the RNPTB's standard operating procedures. Akin to 

HOYle's24 pedagogical code in schools, relatively self-contained 

organizations such as the RNPTB tend to develop their own ethos and 

Subculture which significantly influence the process of innovation 

institutionalization. The view of institutionalization taken here does 

not intend to imply that the RNPTB innovates fully in accordance with 

its value system and procedures, but rather that the RNPTB is to some 

degree transformed by innovation and a new level of functioning is 

aChieved
25

• Inevitably however, the bureaucratic characteristics of 

the RNPTB as a formal organization are reflected in the institutional­

ization of naval physical training, sport and recreation. The ~oncepts 

of legitimation, regulation, and habituation have therefore been 

selected as those most appropriate to illustrate the process. Although 
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for analytical purposes each of these three dimensions of institutional-

ization are discussed separately, they are essentially and irrevocably 

interrelated. 

a. Legitimation. Rogers and Shoemaker see legitimation as: 

The subprocess in collective innovation-decision making at 
which a collective innovation is approved or sanctioned by 
those who informally represent the social system in its 
norms and values and in the social power they possess. 
Although the role of the legitimizer is mainly that of 
screening new ideas for approval, he may often alter or 
modify the proposals put to him by the initiators. However, 
seldom will legitimizers actively promote an idea for 
collective approval after giving their own approval. They 
generally play a more passive role in the collective­
deciSion process. Legitimizers thys give sanction, 
justification, the license to act2b • 

27 and they argue that this view of legitimation can 

be generally applied to most other types of social systems such as 

committees and bureaucracies. It does not however match the function 

and base of legi tima tion in the RNPTB. 

There are two main reasons for this incongruence. The first lies 

28 
in the weakness in Rogers & Shoemaker's typology of innovation-

deCiSions wherein the functions of stimulation, initiation, 

legitimation, decision, and action, designated to the collective 

innovation-decision are not necessarily mutually exclusive. Whether 

an innovation is initiated by an individual, collective, or authority 

based deciSion, it can be claimed that irrespective of decision type 

the notion of legitimation is an essential element of any innovative 

activity. 

Secondly, no power or sanction in the Royal Navy is informally 

b 29 ased. Weber identified three possible bases of legitimation: 

a. Charismatic autr~rity based on the leader's unique personal 

characteristics. 
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b. Traditional authority based on the customary. right of certain 

people to exercise leadership because of their inherited positions. 

c. Rational authority based on the leader's legal right to issue 

commands. 

Within the Royal Navy the most powerful legitimator for orders, 

directives, work routines, and changes in these operations and 

procedures lies in the rational authority based on rank differentials. 

Irrespective therefore of decision type, legitimation for innovations 

in naval physical training, sport, and recreation is vested in DNPTS 

and downwards throughout the RNPTB. At the individual level each rank 

bestows innovation legitimation to those subordinate to it. Thus for 

each individual member of the RNPTB, an innovation is legitimated 

Conjointly by the highest and the intermediately ranked superiors. 

Another useful comparison is with the four levels of legitimation 

30 proposed by Berger and Luckmann • The first level of legitimation is 

pretheoretical and invokes tradition. The second level of legitimation 

contains rudimentary theoretical propositions. The third level 

incorporates theoretical explanations and justifications, and at the 

fourth level, selected theoretical perspectives are synthesized into a 

legitimatizing ideology • 

In a generalized way these levels of legitimation can be applied 

to the previous and recent innovations of the RNPTB. For example, 

innovation B containing the Swedish system of physical training was 

Sustained over an extended period of some 65 years by what might be 

termed in this formulation the first, second, and fourth levels of 

legitimation. The PFRT system of innovation F, which replaced B, was 

founded and persists on legitimation at the third level. Generally 

all sUccessful innovations in naval physical training, p~ort, and 

recreation eventually reach level four to become part of the RNPTB's 

ideology of fitness, discipline and morale. 
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b. Regulation. Whether or not the strategy of regulation to secure 

new behaviour implied by the adoption of an innovation is, as 

31 
Musgrave suggests, now ideologically acceptable only in totalitarian 

or underdeveloped societies, it is nevertheless extensively used by 

the RNPTB in the institutionalization process. 

The most authoritative regulation emanates from the articles of 

the Queen's Regulations for the Royal Navy which include all the 

various orders and instructions on a multitude of matters concerning 

every detail of the general government of the navy. As indicated in 

Chapter Three of this study, these articles closely or broadly define 

the manner in which naval physical training, sport and recreation s~ould 

be implemented. Innovations may require modified or additional 

32 
clauses to be included from time to time, as in the case of 

innovation J where Article 2919 delineated the responsibilities of 

Commanding Officers in the promotion of sport and recreation. 

Supplementing the Queen's Regulations are the DCI's which are 

published weekly in pamphlet form, and issued to all ships and estab­

lishments to provide a rapid circulation of instructions concerning 

current and new administration. Innovations introducing major 

organizational change, such as the integration of WRNS phys~cal training 

instructors into the RNPTB, are promulgated by a DCI. 

Since the inception of the RNPTB in 1902, a powerful regulating 

funCtion has been exercised through official Admiralty handbooks on 

naval physical training. Innovations of content and method in 

particular have been accompanied by the publication of detailed manuals 

to aid implementation and institutionalization. Throughout the long 

period of its operation, successive handbooks have been the bible of 

the RNPTB. The current PFRT system of innovation F is underpinned by 

tw 33 o Handbooks of Physical and Recreational Training , and the primacy 



243. 

and reverence ascribed to these texts borders on dogmatism. Departures 

from the content and the message of any innovation have never been 

encouraged. 

Even tighter innovation regulation is achieved in the physical 

training syllabuses formulated for naval training establishments. 

Deviations are difficult and officially can not be made without approval 

by DNPTS. A common and pervading syllabus characteristic has been the 

theme 'what, how and when,34. 

In a similar manner, innovations involving organizational change 

are tightly prescribed to ensure conformity of practice. DCI's 

promulgating such changes are both detailed and specific; and new 

organizational and administrative appointments carry elaborate job 

specifications and performance standard criteria, as indicated in the 

recreation manager concept of innovation J. Even minor changes, 

whatever their nature, are fully documented and prescribed by their 
. 35 

originators • A similar regulatory function is secured by SCB 

handbooks published annually, which stipulate operating procedures for 

finance, fixtures travel, and other implementation aspects of naval 

sport and recreation. 

c. Habituation. At this juncture, certain organizational factors 

and interpersonal interactions within the RNPTB that secure the habit-

uation of innovation are examined. The examination does not focus on 

the process of socialization of which the notion of habi tuation forms 

Such an important part. Yet in this respect it would be remiss not to 

mention the role of HMS Temeraire Royal Naval School of Physical 

Training, wherein through the processes of institutional socialization36 

and reciprocal tYPification37 specific meanings are attributed to 

behaViour, and rigidly defined prescriptions for role performance 
I 

together with stereotyped values and mores of the RNPTB, are passed on 
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to successive generations of naval physical trainers. Crudely put, the 

notion of habituation in this context means that a way of doing becomes 

the way of doing. To aid analysis and explanation the essentially 

deliberate and practical means employed by the RNPTB to achieve 

habituation of innovation are referred to as 'direct mechanisms'. 

Those factors and influences that are part of the wider ethos and 

structure of the navy are regarded as 'attendant mechanisms' in the 

habituation process. 

A useful perspective of innovation habituation is afforded by the 

38 typology of change strategies proposed by Chin and Benne where: 

1. Empirical-rational strategies assume personnel will respond to 

rational explanation and demonstration. 

2. Normative-re-educative strategies in which attempts are made to 

change attitudes, values, and skills. 

3. Power-coercive strategies where compliance is achieved by the 

exercise of legitimate power. 

In varying degrees all three strategies characterize the direct 

and attendant mechanisms of habituation, but there is a structured 

determinism towards power-coercive measures and the compulsory 

implementation of innovation in naval physical training, sport and 

recreation. Except in the required degree of compliance the simple and 

practical direct mechanisms do not vary to any great extent from the 

strategies employed to secure habituation of educational innovation. 

Many are specifically related to a particular innovation and are 

39 
synonymoUS with the 'temporary systems' highlighted by Miles , but a 

few are permanent and structurally bound to the RNPTB. Most are multi­

functional in that they are used throughout the various stages of 

innovation to propagate knowledge, hasten dissemination, evaluate 

implementation, and monitor personnel performance. 
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Within the RNPTB the most commonly used temporary system to secure 

habituation is the specially mounted retraining course. This approach 

was evident in innovation B when an outside expert conducted numerous 

courses in the Swedish system of physical training for large numbers of 

40 RNPTB personnel ,and again in C where a small nucleus was trained 

41 prior to wider dissemination of ju-jitsu in the navy Large scale 

retraining courses featured in the implementation of the 90\ system42 

43 and in innovation F that replaced the Swedish system. 

In so far as innovation information was disseminated and attempts 

made to change the perceptions, outlook and values of individual 

~nstructors, the strategies used in these innovations may be viewed as 

blends of empirical-rational and normative-re-educative measures as 

proposed by Chin and Benne44 • Yet in one significant respect they 

sharply contrast with similar endeavours in educational innovation. 

Unrestrained by professional or ethical considerations the RNPTB 

retraining courses are characterized by far greater degrees of intensity 

and determination to achieve habituation of innovation. Attendance is 

compulsory, the hours of instruction long, and the motive blatant, 

notably demonstrated in innovation F where the call was made for the 

indoctrination of instructors in the PFRT system45 • 

To supplement the specially mounted retraining courses the device 

of the visiting demonstration team has been used to good effect, 

particularly in innovation F. Much depends on the quality of such a 

team to put over the message of the innovation and adequately deal with 

questions and doubts that arise. A convincing team whose members had 

helped with the presentation of activity tables and teaching methods 

SUch as operated in innovation F did much to secure habituation by 

46 overcoming outposts of innovation ~esistance • 

As Shipman47 i d i I Itt d Studies Project po nte out n the Kee e negra e , 
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no support for innovation is more fundamental than the opportunities 

for training. The qualifier and upgrading courses for naval physical 

trainers conducted at HMS Temeraire, see Figure 3 page 73, serve as 

effective habituators, as into these permanent systems such innovations 

that occur in naval physical training, sport and recreation, bring 

about adjustments in the training of RNPTB instructors. 

In the wider context of the navy the attendant mechanisms of 

habituation exist in the range of incentives and sanctions to maintain 

levels of discipline, conduct, and work behaviour. Relevant to these 

attendant mechanisms is Etzioni's48 category of utilitarian compliance 

which operates as a reward structure to reinforce what Barton et aZ49 

have in the field of education termed mandatory accountability. 

Within the Royal Navy, penalties against the individual for 

breaches of expected behaviour and work performance include fines, 

extra dUties, confinement to barracks, detention, demotion, suspension, 

and dismissal. The most powerful incentive is the promise of promotion 

and career advancement. Within the RNPTB there are added incentives to 

carry out prestigious functions such as Staff Instructor at HMS 

Temeraire, or gain promotion as a SO category officer. 

The extensive set of attendant mechanisms that achieve; high 

levels of motivation, application, and compliance, also. exerts a 

considerable influence on habituation. In a small elite organization 

of VOlunteers such as the RNPTB, where promotion is slow, individual 

opportunities to shine and impress are not wasted. Habituation is 

readily fostered in a highly competitive situation where innovation is 

seen as the brainchild of an all-powerful but benevolent sponsor such 

as DNPTS. In many respects these attendant mechanisms of habituation 

can be compared with Clark'sSO 'levers of change' that characterize 

interorganizational patterns in education, except that the former are 

permanent rather than transient features of RNPTB and naval life. 



4. Models of Change 

51 52 In Chapter Two the change typologies of Chin and Benne , Schon , 

53 
and Havelock were presented, but\ at that stage the model which most 

Succinctly embodied the innovation strategies of the RNPTB could not be 

established. Throughout the study, and especially in this present 

chapter, it has become increasingly apparent that Chin and Benne's 

power-coercive strategy in particular, together with their empirical-

rational and normative-re-educative measures, have been employed in the 

adoption and rejection of innovations in naval physical training, sport, 

and recreation. This section therefore attempts to relate the change 

mod=ls of Schon and Havelock to the previous and recent innovative 

acti vi ties of the RNPTB. 

1. 

54 Schon's models and their central characteristics are 

The centre-periphery model which assumes: 

a. prior to its diffusion the innovation exists and is fully 

realised'in all its essentials. 

b. diffusion is the movement of an innovation from a centre to 

its users. 

c. directed diffusion is a centrally managed process of 

dissemination, training, and provision of resources and 

incen ti ves • 

The effectiveness of a centre-periphery system depends on the 

resources at the centre, the number of peripheral innovating units, and 

their distance and ease of communication to the centre, and the effort 

required to gain a new adoption. 

2. The proliferation of centres model retains the basic centre-

periphery structure but delineates extra centres where:-

secondary centres engage in the diffusion of innovations, 
primary centres support and manage secondary centres ••• the 
limits to the reach and effectiveness of the new systems 
depend on the primary centre's ability to generate support 
and manage the new centres55 • 
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3. The shifting centres model of innovation which has no stable or 

centrally established message. Centres appear, thrive, decline and are 

replaced. The loose structure of the innovation permits the message to 

shift and evolve which encourages regrouping around new meanings and 

direction. 

To explain how knowledge was utilized and disseminated through 

56 social systems, Havelock suggested four models:-

1. The research development and diffusion model assumes a rational 

sequence of innovation consisting of basic research, applied 

research, development and testing of prototypes, mass production 

and packaging, planned mass dissemination, and receipt by the 

users. 

2. The problem-solving model describes a problem solving strategy 

of need detection and articulation, problem diagnosis, search 

and retrieval of ideas and information, fabrication of solution, 

and application. 

3. The social-interaction model posits a natural process of innovat-

ion diffusion through personal and informal networks of 

communication that exist in a social system. 

4. The linkage model synthesizes the perspectives of the.three 

preceding models to emphasize the necessity of linking procedures 

and agencies to anticipate, monitor and fulfil the needs of user 

units. 

The difficulty of relating these typologies to innovations in naval 

phYSical training, sport, and recreation, is that no one model.is 

adequate to explain the process of change. Each of them illustrate 

different but equally important aspects of a total innovation process57 , 

and certain innovation elements may relate to one or more models or 

parts of models. 58 Dalin has highlighted these limitations. The 
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research development and diffusion model seems to be applicable to 

technological change and certain curriculum innovations. Problem-

Solving models appear to be more adaptable to role changes, organizat-

ional changes, and changes in human interaction. Social-interaction 

and linkage models have limited focus and best explain the adoption of 

innovative ideas rather than the processes involved in implementation. 

The lack of one-to-one correspondence between the change models 

and the innovations in naval physical training, sport, and recreation 

is readily apparent. Both Schon's centre-periphery model and 

Havelock's problem-solving model are compelling and appropriate if 

DNPTS as the decision unit and sponsor of innovation is seen as the 

'\ primary agency, and HMS Temeraire Royal Naval School of Physical Training 

and other physical training units in ships and establishments are 

regarded as secondary centres. 

Individual innovations and models can be matched. Schon's centre-

periphery model appears eID1nently applicable to innovations with well 

defined parameters such as the SWedish system of physical training in B, 

or ju-jitsu in innovation C. Yet the processes involved in these two 

innovations are also characteristic of Havelock's problem-solving model. 

Again, in some content and method innovations such as B, C, D and F, 
" 

Where HMS Temeraire has implemented support and linking procedures, the 

linkage model and the proliferation of centres model of Schon appear to 

be appropriate. 

Difficulties arise in matching the models to organizational 

innovations because some have originated from DNPTS, and others such as 

the amalgamation attempts of innovation G have been initiated from 

sources external to the RNPTB. In reality as opposed to theoretical 

models, change takes place in a variety of ways, and strategies vary 

a S9 CCOrding to the type of innovation involved • It is concluded that 
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as macro-theories the models facilitate a generalized understanding of 

change, but their limitations are apparent when attempts are made to 

apply them to specific innovations and social systems. 

5. Innovation Persistence 

The purpose of this section is to examine and establish why certain 

innovations have persisted. The concept of persistence implies certain 

qualities of durability that sustain an innovation over an extended 

period of time. The lertgth of time before which innovations may be 

judged as persistent is quite arbitrary, but by definition the recent 

innovations F, G, H, I and J must be excluded. Innovation E was never 

implemented, and therefore in pursuing the concept of persistence the 

focus of this exploration is levelled on innovations A, a, C and D. 

The innovation literature reveals a paucity of research on 

60 persistence, but Adams and Chen have suggested that the following 

propositions cover some of the major issues involved in the concept: 

1. The persistence of an innovation is a function of the innovation's 

credibility. The greater the gap between innovation promise and 

performance, the less the credibility and the less likelihood of 

persistence. 

2. The persistence of an innovation is a function of the outcome and 

relevance of evaluatio~ The more positive the assessment and the 

more relevant the evaluation to the decision-making function, the 

greater the likelihood of persistence. 

3. The persistence of an innovation is a function of the availability 

of a critical mass of resources. 

4. The persistence of an innovation is a function of personnel 

stability. The greater the stability the longer the persistence. 

5. The persistence of an innovation is a function of its adaptability. 

The greater the adaptability the greater the likelihood of persist-

ence. 
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Innovations A, S, C and D are now examined to determine the extent 

to which these properties of credibility, evaluation relevance, critical 

resources, personnel stability and innovation adaptability are evident. 

There is also a deliberate attempt to search for and detect other 

factors that may have contributed to the persistence of these innovations. 

Initially innovation A appears not to be a viable example of persistence 

because, as related in Chapter Four, the RNPTB ceased to exist as a 

formal organization during the hostilities of the First World War 

(1914-18), and after the Second World War (1939-45) it was briefly 

merged with DGNPS, then referred to as the Directorate of welfare 

Services (DWS). Yet these incidents may shed light on the concept of 

persistence, and for this reason innovation A is included in this 

eXamination. 

Successful innovations possess a certain credibility that secures 

acceptability and adoption, but initial credibility largely based on 

promotion rhetoric is insufficient by itself to ensure persistence. If 

an innovation is to survive and persist, its credence must be reinforced 

and nurtured over an extended period of time. This process often 

entails the difficult task of widening the innovation's credibility to 

a larger target audience. 61 Rogers and Shoemaker's definition of 

credibility as the degree to which an innovation's communication source 

or channel is perceived as trustworthy and competent by a receiver, 

emphasizes both the crucial role of the change agent and the importance 

of inter-personal relationships in what is essentially the cultivation 

of credibili ty. 

The notion of credibility cultivation is an important one as an 

innovation has to earn its own credibility to supplement that which is 

portrayed in its ~romotion. Initially with innovation A there were 

Some misgivings62 in the navy about the autonomy of a new organization 

that Would make extra demands on training programmes and ships' routines. 
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The high level official endorsement ensured the formation of the RNPTB 

as a naval organization, but its own efforts and achievements secured 

its credibility. Similarly, innovations B, C and 0 had their own 

promotional and acquired reputations. On its adoption by the RNPTB the 

Swedish system was accompanied by its' growing reputation throughout the 

world of physical education. Ju-jitsu was introduced on the impetus of 

growing Anglo-Japanese friendship and Japanese victories over Russia. 

The adOPtion of the 90% system recognized the recreational practices and. 

organization of sport in the British Army, and the recommendations and 

63 achievements of the most experienced naval officer in physical training • 

While initial or promotional credibility is important for adoption, 

the persistence of innovations within the naval framework appears to be 

a function of their earned credence which is inextricably linked to the 

outcomes and relevance of evaluation. Whatever the age of an innovation 

its credibility is confirmed if tile gap between promise and performance 

is convincingly closed. This maxim seems to account for the persistence 

of innovations A, B, C and D. The RNPTB continued to thrive because it 

is seen as an essential service organization that secures the naval 

Objectives of fitness, discipline and morale. The RNPTB's temporary 

demise during the First World War (1914-18) was a reluctant measure 

necessitated by the urgent'operational demands of war. The absence of 

64 naval physical training during this period served to reinforce the 

value and need for such an organization within the navy. In a similar 

fashion' the deterioration of naval physical training, sport and 

recreation during the merger with DWS served to strengthen the credibil­

i ty of the RNPTB. 

The persistence of innovation within the RNPTB also appears to be a 

function of the relevance of evaluation to those who exert pow4r over 

the fate of i ti 65 nnova ons • For over sixty years the Swedish system of 
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innovation B continued to satisrI DNPTS in spite of alternative physical 

training systems that were practised in the army, RAF, and in civilian 

Colleges and universities. Dalin66 has described this 'fit' between the 

goals, values and practices of an innovation and those of the involved 

personnel and institutions in his concept of consonance. The replacement 

of the Swedish system was only eventually brought about by the 

exceptional strength of grass roots pressure when the performance gap was 

so wide that it could not be ignored. 

In innovation C the persistence of ju-jitsu in the contemporary form 

of judo appears relatively simple to explain. Within a national and 

global context the sport itself has progressed and grown in stature, and 

no equivalent or superior alternative exists. It is regarded by the 

guardians of the naval physical training curriculum within DNPTS and 

HMS Temeraire as an indispensable toughening activity for sailors under 

training
67

• By contrast the reasons underlying the fate of the 90\ 

system of innovation D are more complex. Though it was introduced in 

1919, certain remnants of innovation D such as the ethics of Muscular 

Christianity that underpinned its rationale were still evident in the 

1940' 68 s • Organizational features of the innovation such as the SCB 

flourished and persist because staff and finance continue to be 

allocated, but the scoring system to increase participation, which was 

the central core of the innovation, fell into disuse in the 1930's. 

The reasons for this discontinuance are twofold. Firstly, the 

calculations necessary to determine the scores for skill and energy were 

irksome. Secondly, its implementation was diffused rather than 

disseminated69 throughout the divisional units of the navy. 

70 Adams and Chen's proposition related to the perSistence of an 

innovation and the availability of a critical mass of resources appears 

to be true for the innovations considered here. Innovations in naval 

phYSical training, sport, and recreation that receive adequate resources 
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in the form of personnel, equipment, finance, time and attention, have 

persisted, but where critical deficiencies have occurred the innovations 

involved have eventually failed. For example, the deficiency of 

personnel in innovation A resulted in the suspension of the RNPTB in the 

First World War (1914-18). Similarly, the discontinuance of the main 

feature of innovation D grew from the reluctance of divisional officers 

to be involved in its irksome and time consuming demands. The failure 

of the amalgamation attempts in innovation G were also linked to critical 

deficiencies of resources7l that could not support a combined armed 

services' phYSical training br~~ch. 

The proposition that suggests that innovation persistence 1s a 

function of staff stabi11ty72 does not hold true for innovations in 

naval phYSical training, sport, and recreation. As related in Chapter 

Four, GL category officers who are the generalized but transient elite 

of the RNPTB serve only short tours of duty during the course of their 

naval careers of executive and command appointments. SO officers and 

all personnel within the RNPTB are moved to new billets and respons-

ibilities every two or three years in accordance with naval practice. 

Nevertheless innovations, such as A, Band C, still persist which 

implies that other factors compensate for this personnel instability. 

It is Suggested that the most significant compensatory reason is the 

POwer-coercive basis of work procedures and discipline within the RNPTB. 

Adaptability is a common and prominent feature of persistent 

innovations in naval physical training, sport and recreation. To a 

certain extent the Swedish system underwent minor additions and changes 

until it could no longer be modified. As a martial art the ju-jitsu of 

innovation C can be taught at various levels of difficulty, and in this 

way persists and is accommodated in the naval syllabus of physical 

training. The features of innovation D that have perSisted are those 

erg . 1 an~zational aspects which have proved to be adaptable and f exible 
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to respond to changes in participation tastes and preference in naval 

Sport and recreation. 
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Essentially then the innovation persistence propositions of Adams 

73 
and Chen concerned with credibility, evaluation relevance, critical 

resources and adaptability appear to be valid, but the proposition 

related to personnel stability appears not to hold true. In this latter 

instance it was suggested that the power-coercive basis of RNPTB work 

routines and discipline was a significant compensatory factor, as it 

might well be for all persistent innovations in naval physical training, 

sport, and recreation. 

Yet other factors may account for innovation persistence. As a 

function of personnel serving at any given time there may be a lack of 

creativity within the RNPTB. 74 Dalin has indicated that in formal 

organizations such as the RNPTB there may be little radical criticism 
I 

of exiSting conditions and greater prestige attached to internal 

knOWledge, experience and skills. Relevant too in the context of 

innovation persistence in naval physical training, sport, and recreation, 

is the notion of organizational saga75 where a social system such as the 

RNPTS is enhanced by mythical elements and group sentiments which 

promote collective understanding and solidarity. The saga helps to 

rationalize individual commitment to the organization and also involves 

the process of resisting newer and threatening changes. 

" In summary, certain issues arising from the study's discourse and 

selected outcomes which emanated from the innovations were considered. 

The progress and present status of the previous and recent innovations 

were briefly indicated. The importance of advocacy and sponsorship in 

the facilitation of innovation was emphasized, and the central role of 
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DNPTS in these activities was highlighted. The processes of legitimat­

ion, regulation, and habituation within the institutionalization of 

innovation were scrutinized. The limited applicability of recognized 

mOdels of change was suggested. Finally, it was concluded that the 

power-coercive basis of RNPTB work routines and discipline, together 

with the notions of credibility, evaluation relevance, critical 

resources, and adaptability, largely account for the perSistence of 

innovations in naval physical training, sport, and recreation. 
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Chapter Eight 

An Assessment 

The assessment consists of a summary, discussion, conclusions, and 

recommendations for RNPTB policy and future research. 

1. Summary 

The purpose of the study was to examine selected previous and recent 

innovations in naval physical training, sport, and recreation, which have 

been implemented or rejected by the RNPTB. 

In Chapter One the concept of innovation was clarified, and the 

growth and widening scope of physical activity within British Society and 

the Royal Navy was indicated. The terms physical training, sport, 

recreation, and adventure training, were defined. Attention was drawn to 

the extensive naval use of abbreviations, and the referencing style for 

the study's primary source material was delineated. The format and 

Organization of the study into eight chapters was explained. 

Chapter Two presented an extensive review of the'related literature. 

An Overview illustrated the volume, diversity and confusion that 

characterizes the innovation literature. Within organizations it was 

demonstrated that innovation is influenced by the characteristics of 

personnel, organizational factors, and the situational context, but there 

is little eVidence to establish the primacy of anyone variable. In 

considering innovation and curriculum studies, several recognized models 

which have influ~nced educational change were reviewed, and the problems 

of effective evaluation were noted. 

The underdeveloped nature of physical education curriculum theory 

was discussed, and the education-physical education debate was examined. 

Problems relevant to the RNPTB, such as the hidden curriculum, compulsory 

partiCipation, and optional actiVities, were indicated. The paucity 
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of physical education innovation research in the armed services was 

demonstrated, and the study's data material and sources were identified. 

Chapter Three sought to provide background and detail about the 

RNPTB which was presented as a formal organization. From the RNPTB's 

doctrine aspects of its mandate, institutional plan, and image were 

eXamined. 

The mandate emphasized that the RNPTB's responsibility for naval 

phYSical training, sport, and recreation, entails a commitment to all 

personnel of the Royal Navy. A pervading element is the continuous 

drive for economy and efficiency through the increasing application of 

modern management techniques. The systematization of administrative 

procedures has found more success, in formalized physical training than 

in voluntary sport and recreation. nle influence of directives, 

particularly those aiming for economy and efficiency, has determined 

the RNPTB's degree of innovativeness. 

Within the RNPTB's institutional plan the responsibilities of 

DNPTS, SCB, and HMS Temeraire Royal Naval School of Physical Training, 

Were presented. Aspects of formalization and rank differential as they 

affect the inherence of authority were examined, and the existence of 

a generalized elite within the RNPTB was established. The ~dvancement 

sequence within the RNPTB career structure was outlined, and the 

Changing role of naval physical trainers defined. The major character­

istics of the RNPTB's curriculum were noted, and the comprehensive 

nature of naval physical training, sport, and recreation was indicated. 

Visibility and public image as salient features of the RNPTB's image 

Were scrutinized. It was concluded that the RNPTB exists as a small 

elite organization with a high prestige status within the Royal Navy. 

The study's conceptual framework was explained in Chapter Four. 

The meanings of the terms adoption, diffusion, dissemination, and 
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implementation were clarified. Adoption was seen as the total acceptance 

of'an innovation. Dissemination implied a deliberate and systematic 

application of strategies to achieve change, as opposed to the haphaz~rd 

processes that characterize diffusion. Implementation was viewed as the 

attempt to adopt an innovation with minimal distortion. 

The following hypotheses were raised:-

Hypothesis One. 

gypOthesis TWo. 

that organizational changes within the RNPTB are 

implemented with less resistance than content and 

method innovations underpinned by physical education 

curriculum theory. 

that effective change results from decisions of the 

generalized elite, but the thrust for change comes 

from below in response to internal and external 

forces. 

~thesis Three. that innovations which potentially threaten the status 

and identity of the RNPTB are rejected or resisted. 

Chapter Four also proposed an examination of the authority­

innovation decisions to determine whether or not a participative or an 

authoritative approach is used to secure innovations in naval physical 

training, sport, and recreation. TUShman'sl model of innov~tion phases 

and key communication domains was adapted to aid the analysis of selected 

innovations, and the intra and extra communication and documentation of 

the RNPTB. The writer's adoption process model was presented to 

illustrate the flow of actions and relationships within innovations in 

naval physical training, sport, and recreation. Within this model the 

central role of DNPTS as the decision unit was emphasized. Finally, the 

stUdy's Overall strategy of illuminative evaluation using privileged­

ar.cess inqUiry, interviews, and documentary analysis was explained. 
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2 In Chapter Five the adaptation of Tushman' s model of innovation 

phases and key communication domains was used to examine the dimensions 

of idea generation, problem solving, and dissemination and implementation 

of previous innovative activities of the RNPTB. The selected previous 

innovations were: 

Innovation A. The Formation of the RNPTB. 

Innovation. B. The Adoption of the Swedish System. 

Innovation c. The Introduction of Ju-jitsu. 

Innovation D. The 90% System. 

Innovation E. An Attempt to Form a WRNS Physical Training Branch. 

The common features within these previous innovations, conSisting of 

the proposals, external consultations, pilot studies, and evaluation 

procedures, were identified and examined. It was established that the 

formalized and lengthy proposals did not originate within the RNPTB. 

Organizational innovations arose from committee proposals, whereas 

innovations of content and method were proposed by individuals. Most 

previous innovation proposals were characterized by various alternative 

oPtions, and the limited input to idea generation activities was noted. 

It was suggested that information seeking was facilitated where 

innovation parameters were well defined, and it was concluded that ., 

evaluation procedures were not strongly operative or effective. 

The adaptation of Tushman's3 model of innovation phases and key 

communication domains was again used in Chapter Six to examine the recent 

innovative activities of the RNPTB. The selected recent innovations 

were: 

InnOVation F. The Replacement of the Swedish System. 

Innovation G. The Attempts to Amalgamate the Armed Services PhYSical 

Training Branches. 

Innovation H. The Integration of WRNS Instructors into the RNPTB. 



Innovation I. The Introduction of Physical Fitness Testing. 

Innovation J. The Recreation Manager Concept. 

Within these recent innovative activities it was necessary to 

distinguish between General List (GL) officers in transient positions 

of command, and physical training officers of the Special Duties (SO) 

category who permanently serve in the RNPTB. 
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The change processes of innovation proposals, external consult­

ations, pilot studies, and evaluation procedures of these recent 

innovative activities F, G, H, I and J, were compared with the previous 

innovations A, B, C, 0 and E. It was suggested that the majority of 

the recent innovation proposals were less formal, and except for Gall 

the recent proposals originated within the RNPTB. Information seeking 

activity was innovation specific. Within recent innovations the input 

of opinion and ideas has widened, but only method and content 

innovations F and I were characterized by pilot studies. It was noted 

that traditional evaluative methods were supplemented by a variety of 

contemporary techniques. 

In Chapter Seven, certain issues arising from the study's discourse, 

and selected outcomes which emanated from the innovations were 

Considered. The progress and present status of the previous and recent 

innovations were briefly indicated. The importance of advocacy and 

sponsorship in the facilitation of innovation was emphasized, and the 

central role of DNPTS in these activities was again highlighted. The 

processes of legitimation, regulation, and habituation within the 

institutionalization of innovation were scrutinized. The limited 

apPliCability of recognized models of change was suggested. It was 

Concluded that the power-coercive basis of RNPTB work routines and 

discipline, together with the notions of credibility, evaluation 

relevance, critical resources, and adaptability, largely account for the 
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persistence of innovations in naval physical training, sport, and 

recreation. 

This concluding chapter contains a summary, discussion and 

conclusions based on the assessment of the data; and recommendations for 

future research and RNPTB policy. 

2. Q!scussion and Conclusions 

a. gypothesis One 

A concern of the study was to identify the events and influences 

that led to the initiation of innovation in naval physical training, 

sport, and recreation. The imt:act of cultural and material circumstances 

and the forces leading to implementation or rejection were demonstrated 

Whenever possible. The RNPTB's insularity, its guarded relationships 

with other SOCietal institutions, and the essentially pragmatic and 

effiCiency-seeking approach to the prOvision of physical training, sport, 

and recreation, raised the intriguing issue regarding the type of 

innovation more likely to be implemented. 

A baSis for such an examination was the assumption that physical 

education, sport, and recreation in Britain are guided by the broad 

principles and practices of educational theory. In particular, it was 
" 

reaSoned that organizations involved in physical activities are, to a 

greater or leSser extent, influenced by contemporary curriculum theory 

which SUggests the methods and content of physical education. 

To investigate the manner of implementation it was hypothesized J 

that organizational changes within the RNPTB are implemented 
with less resistance than content and method innovations 
underpinned by physical education curriculum theory. 

With their major change emphases concentrated on curricula content 

and teaching methodologies, innovations B, C, 0, F and I were supported 

by the phYSical education curriculum theories of their time. With 
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prominent orientations to structural and administrative changes, 

innovations A, E, G and H fall into the organizational category. J is 

an organizational innovation but its rationale lies in physical 

education curriculum theory. This ambivalence of J underlines the 

prOblem that in any classification, real life situations are not clear 

cut and can only be understood as combinations and blends of many 

elements 4 • Furthermore, these assumptions and assertions do not imply 

that method and content innovations are bereft of organizational 

considerations, but for the purposes of this discussion it is necessary 

to focus on the main change emphasis of the selected innovations. What 

follows is aq eXamination of resistance to organizational and method and 

Content innovations in naval physical training, sport, and recreation. 

The heavy broken lines in Figure 5 page 98, indicate the relative 

status and various levels in the naval hierarchy where resistance to 

innovation can occur. 5 Elsewhere, Dalin has categorized resistance or 

barriers to change as:-

1. Value barriers - where individuals or groups have different ideol-

ogies and basic beliefs that make changes appear quite different 

depending on the perspective of the observer. 

2. POwer barriers - resulting from the redistribution of power in the 

system. 

3. PraCtical barriers - where innovations are badly conceived and 

resistance to adopting them is a natural reaction, or where 

inadequate management of the innovation process results in unwanted 

practical problems for individuals and groups. 

4. 
Psychological barriers - where individuals resist change in spite 

of the fact that the innovation does not seriously challenge their 

values, or upset their power, or present major practical problems. 
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Resistance to the formation of the RNPTB in innovation A was wide-

Spread. At the lower levels of the naval hierarchy, small numbers of 

gunnery ratings who had previously conducted casual and unsupervised 

. 6 
phYSical training, declined to re-qualify as instructors because under 

the new system they would suffer reductions in their daily rates of pay. 

Initially this resistance appeared to have a negligible effect, but as 

indicated later, a subsequent Treasury cutback severely reduced the 

innovation and an acute shortage of suitable personnel was experienced. 

Various arguments against the formation of the RNPTB were advanced 

by some Commanding Officers of ships and establishments. Many argued 

that extra and unnecessary demands would be placed on daily routines 

and training programmes. Some thought that in relation to the importance 

of phYsical training the ranks of Petty Officer and Chief Petty Officer 

for seamen instructors were too high. Doubts were expressed about the 

autonomy of physical training implied by the special pay allowances and 

instructors being listed as extra to normal complements. 

A pocket of stubborn resistance persisted at Devonport where the 

COmmanding Officer insisted that different naval commands should train 

their own phYSical training instructors. This resistance was worn away 

and eventually overcome by the gradual acquisition of compr~mises, such 

as securing the Superintendent of Gymnasia's right to conduct 

inspeCtions and by the RNPTB assuming the responsibility to supervise 

the qualifying examinations for instructors trained at Devonport. 

The reSistance to the extra-to-complement issue expressed by the 

POWerful Complements Committee was only overcome by the persuasive 

arguments of the Director of Naval ordnance'. Further questions of 

Complements, manpower, and work available were raised by the Admiralty 

Board, who noted that the Royal Marines had a well established ~hy.lcal 

training system. It was felt that Royal Marine officers were never 



8 sufficiently worked and could supervise physical training at sea • 

As its position in the hierarchy suggests, see Figure 5 page 98, 
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the most effective resist~ce came from the Treasury which was opposed 

to the cost of the RNPTB's proposed establishment of 18 naval officers 

as Superintendent and Inspectors of Gymnasia together with instructor 

ratings at a total estimated cost of £4600. By simply reducing the 

money available to £1000 the officer complement was reduced to 4, and 

extremely tight budgeting was necessary to secure sufficient 

instructors to launch the new branch. 

Considerable resistance to innovation E and the formation of a WRNS 

physical training branch came from the Admiralty Board, DGNMT, and 

The Admiralty Board and DGNMT agreed that the WRNS should have 

organized sport and recreation but doubted if there was sufficient full 

time employment for a special category of female physical training 

rating. DGNMT saw no reason why male instructors should not organize 

WRNS sport and recreation. He indicated support for the direct entry of 

3 qualified physical education officers into the WRNS, but argued that a 

new physical training branch and trade categories would be an unjust­

ifiable Overload on naval finances 10. 

At this stage of the innovation a 'sensitive influence pOint', 

described by Dalinll as critical to the success of innovation but 

equally attributable to innovation failure, were the gatekeeping 

strategies of DNPTS who argued that it would require at least 5 qualified 

female officers to establish a satisfactory and efficient physical 

training branch in the WRNs l2 • The power of DNPTS as a gatekeeper is 

exemplified in the fact that for the sake of 2 additional women special­

ists the innovation was rejected. Further proof of this effective or 

ruthless gatekeeping is supplied by the success of innovation H when it 

Was expedient and advantageous to DNPTS to use WRNS instructors. 
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For reasons to be discussed when the third hypothesis is examined, 

considerable resistance was exerted in innovation G in the attempts to 

amalgamate the physical training branches of the armed services. In 

stark contrast there is no evidence of any resistance to the concept of 

the naval recreation manager in innovation H. Reasons for this lack of 

resistance can not be positively established. The over-riding reasons 

must be that the innovation filled a widely felt need within the navy, 

and that such appointments made no apparent demands on finance or 

manning levels. 

In the Royal Navy, content and method innovatiqns B, C, D, F and I 

have enjoyed the advantages of prestige bestowed on them by contemporary 

curriculum theories of physical education. Nevertheless, in varying 

degrees these innovations have also experienced forms of resistance to 

their acceptance and implementation. 

Initially the Swedish system of innovation B was resisted because 

f 13 o the extra demands it made on time and training programmes • Other 

reSistance originated from those opposed to the system's mystique and 

complex terminology. 

A major barrier obstructing the implementation of innovation D and 

the 90% Systemowas the acute shortage of appropriately qualified 

personnel. Treasury opposition to the SCB aspect of this innovation was 

Vigorous
l4

, and based on the grounds that the pay of the officer 

appOinted to oversee naval sport and recreation should not be drawn on 

PUblic funds. 

Characterized by badly written, poorly constructed, and vague and 

erroneous proposals, the chronic problem of gross unclarity in concept­

ualization
lS 

was a formidable barrier to innovation 11' as the replacement 

of the SWedish system of physical training. Difficulties in the 

preparation for an innovation can often be used ~s a powerful argument 
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against i t l6 • 

Conflicts in values, goals, and interest were evident in the 

resistance to the introduction of compulsory physical fitness testing in 

innovation I. The CGRM argued that no system of tests could provide a 

guide to battle fitness, and he requested that the Royal Marines be 

excluded from such a sChemel7• The MDG considered physical fitness 

t 18 esting should be on a voluntary basis, and DGNMT was of the opinion 

that compulsory testing would place an additional burden on ships and 

establishments. Medical opinion at the Royal Naval Hospital Portsmouth 

i 19 cons dered that the current jOint service PULHEEMS system of medical 

classification was a valid indicator of physical fitness. Hostile 

reSistance and vehement criticism in the form of scorn and derision with 

remarks such as, "foolish gymnastics, ••• whimsical regimentation, 

20 ••• a Gilbertian proposition," came from the captains of seagoing 

ships who were opposed to additional administrative burdp.ns. 

To Summarize, it has been demonstrated that both organizational 

innovations and those of content and method encountered resistance of 

Varying intensities and from diverse sources. The reasons underlying 

the OPposition to these innovations were extensive, but the precise 

motives behind specific pockets of resistance can not be exactly 
.' 

ascertained. The levels of resistance to both organizational innovations 

and content and method innovations are finely balanced. It can not be 

established that organizational innovations were implemented with less 

reSistance than innovations of content and method. Therefore on the 

baSis of this conclusion, Hypothesis One can not be upheld. 

b. Hypothesis Two 

The second hypotheSis was designed to test aspects of decision­

making within the RNPTB. In Chapter Three of the study the existence of 

a generalized elite within the RNPTB was identified in the form of GL 
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category officers serving without specialist knowledge of physical 

training, sport, and recreation, in the executive but transient appoint-

ments of DNPTS, Deputy DNPTS, and Commanding Officer HMS Temeraire Royal 

Naval School of Physical Training. Serving below this generalized elite 

are the permanent specialist physical training SD category officers and 

instructor ratings of the RNPTB, see Figures 1 and 2 on pages 6S and 69 

respect! vely. 

To explore the activity and relative influence of specialist and 

non-specialist personnel it was hypothesized: 

that effective change results from the decisions of the 
generalized elite, but the thrust for change comes from 
below in response to internal and external forces. 

In recent years in industry and commerce there has been an increas­

ing emphaSis on subordinate participation in management decision-making. 

W'th 21 
l in the field of education in Britain the Plowden Report urged more 

Consultation between head teachers and assistant teachers in primary 

h 22 sc ools. In the non-maintained sector the Donnison Report contained 

Similar recommendations at the secondary level. Of headteachers in 

England, Easthope has concluded that: 

the power exercised by the head in an English school is 
formidable, and the head can be compared to the sovereign 
of a state whose powers are limited only by the willingness 
of his subjects to obey his commands but whose right to 
give commands is not disputed by his subjects 23 • 

More recently, conway24 attempted to clarify the relationship 

between he adteachers, power and teacher participation in decision-making. 

He found that headteachers controlled those areas of power where 

tangible rewards and punishments are evident, and they only supported 

participatory management in areas where teachers did not desire involve­

ment, Or those areas whic~l carried minimal expend! ture of organizational 

resources. A few headteachers have developed various forms of 

leaderShip indicating that partiCipatory decision-making is emerging in 
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English sChoOls 25 • Within the naval framework, the RNPTB operates as a 

formal organization using its own hierarchical structure and that of the 

Royal Navy, see Figure 5 page 98, to issue authority-innovation 

d '. 26 eC~s~ons to achieve change. The central construct of the authority-

innovation concept is the subordination of adoption units to a decision 

unit OCcupying a position of higher authority. 

For the purposes of this study DNPTS was regarded as the decision 

uni t, and the remaining RNPTB personnel together with the ships and 

establishments of the Royal Navy, are regarded as the adoption units. 

Z 2"' 
altman's' finer classification of authority-innovation decisions with 

its Sub-categories of authoritative approach and participative, is 

applied to eXamine the data surrounding the second hypothesis. 

The examination is focussed on the initiation of the innovations 

and the activities leading to the authority-decision to innovate. 

Tannenbaum and Schmidt's28 hierarchy of participatory behaviours 

prOvides a useful perspective: 

~vel One. Leader makes decision and announces it. 

~vel Two. Leader 'sells' decision. 

~vel Three. Leader presents the idea for the decision and then invites 

questions to clarify. 

~vel Four. Leader proposes tentative decision which is subject to 

group modification. 

~vel Five. Leader indicates precipitating problem and gets alternatives 

from group, then selects and alters for a decision. 

~Vel Six. Leader defines the limits for the decision and requests a 

decision within these limits from the group. 

~vel Seven. ti i d 1 10 - Leader permits subordinates to func on n a eo s n-

making capacity within the limits mutually defined by 

superior and group. 
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Essentially then, the task is to establish whether authoritative 

I top-down I processes dominate the adoption of innovation in naval 

physical training, sport, and recreation, or whether participative 'tail 

wagging the dog I activities significantly feature to produce predomin-

antly 'bottom-up I strategies of change. 

Prior to the adoption of innovation B and the Swedish system in 

1903, limited information seeking activities and external consultations 

were carried out. Visits were made to the British Army School of 

PhYSical Training at Aldershot, and excursions made to European centres 

of phYSical education, including the Swedish Royal Gymnastics Central 

Institute in Stockholm. At best these activities and appraisals were 

brief, cursory, and individually carried out by Commander C, the first 

Superintendent of Gymnasia in the Royal Navy. 

29 Until the formation of the RNPTB in 1902, MacLarenls system of 

phYSical training had been in casual and unorganized use in the navy 

Since 1888. Among some officers there was agreement that this system 

was inadequate for naval purposes, but there is no evidence of personnel, 

30 ships, or establishments exerting any pressure to bring about change • 

At that time the Swedish system was gaining ground in Britain and 

internationally3l, and to the Department of Education and many school 

boards in England its inherent disciplinary value was a significant 

recommendation32 • The qualities of sharp obedience, smartness, and order 

appeared eminently suitable for the Royal Navy, and the Swedish system 

was adopted by an authority-innovation decision taken by Commander C. In 

Tannenbaum and SChmidt ' s 33 formulation of participatory behaviour, this 

deCiSion ranks as a Level One action, thus classifying innovation B as 

belonging to the authoritative I top-bottom I approach to change. 
I 

In the cont6xt of the second hypothesis there 1s & difficulty in 

Classifying innovation A because prior to the formation of the RNPTB, 



DNPTS the decision unit did not exist. The decision to establish the 

34 RNPTB was taken and announced by the Admiralty Bnard following 

275. 

proposals by the DNO, Rear Admiral A, and Captain B, Commanding Officer 

HMS Excellent Royal Nava~ School of Gunnery. In these circumstances, 

A is classified as an authoritative 'top-bottom' innovation. 

The input from below into innovation C and the introduction of 

jU-jitsu was extremely sparse. 3S Wi thin the navy there was medical and 

h 36 igh ranked scepticism of the Swedish system of physical training but 

little thrust or pressure for alternatives. Support for ju-jitsu from 

below was confined to a single proposal from Co~uander H. The cool 

37 
response to this proposal by Commander I, Superintendent of Gymnasia, 

and the lack of any other evidence, would seem to indicate that the 

limited input had little or no effect on the decision to innovate. For 

these reasons, i~ovation C is classified as authoritative 'top-down'. 

The convening of the naval conference in 1919 that spawned 

innovation D and the 90\ System was significant in that until then 

RNPTB curricula and policies, and issues arising from them, had been 

resolved by successive Superintendents of Gymnasia. The pressures to 

innovate were considerable. Within the army the value of phYSical 

training and recreation in basic and battle training, and in the 

recuperative treatment of wounded and battle fatigued personnel, had 

been impressively established38 • The RNPTB had been disbanded tor four 

years during the hostilities (1914-18), and it had become apparent that 

ratings with little or no preliminary training required something more 

than naval drill to secure acceptable standards of fitness and 

39 
discipline • Furthermore, in view of the disturbances within certain 

sections of the army in connection with demobilization delays, and the 

events of the Scapa Flow Mutiny only recently uppermost in naval minds, 

a system that would secure discipline and have a steadying effect was 

40 Urgently sought • 



The conference delegates, consisting of 6 Captains, 1 Commander, 

1 Surgeon Commander, 3 Lieutenant Commanders, 2 Majors Royal Marines, 

2 Captains Royal Marines, and 1 Lieutenant Royal Marines, were 

Commanding Officers of naval training establishments or officers with 
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responsibilities for physical training, and included a newly appointed 

Superintendent of Gymnasia and Commander J, 'The Father of the 90\ 

System'. Innovation D was adopted unanimously, which for its day and 

age was a remarkably democratic and participative decision in the context 

of contemporary naval procedures. This innovation is therefore class­

ified in the 'bottom-up' category, the conference's mandate and terms of 

reference indicating that perhaps Levels Six and Seven of Tannenbaum and 

41 
Schmidt's hierarchy of participatory behaviours are appropriate. 

The internal pressures can be readily identified that initiated 

innovation E and the attempt to form a WRNS physical training branch. 

There was a requirement for more recreation and to raise the standard of 

competitive sport because a large proportion of WRNS personnel had no 

exercise. There was a lack of coaching and little provision for the 

promotion of recreational activities. It was a struggle to produce 

teams to represent the WRNS in the women's inter-service competitions. 

There was a dearth of qualified coaches, and the task of promoting aport 

and recreation fell on unqualified WRNS officers. 

Innovation E was rejected, but the appointment of a small committee 

to investigate the advancement of sport and recreation in the WRNS in 

response to grass roots pressure, and the extent to which the committe. 

members were influenced by the views of serving WRNS personnel places 

42 this innovation in the participative 'bottom-up' category • 

The thrust from below to bring about changes i, no more marked than 

in innov~~on F which replaced the Swedish system of physical tralnl n9 

in the navy in 1967. In the principles and practices of Britiah phYllc~l • 
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education, significant changes were taking place. There was increased 

emphasis on recreational activities and scientifically based fitness 

training regimes. These external changes highlighted the formality and 

rigidity of the Swedish system and created within the RNPTB an awareness 

of a performance gap. Internally, the growing demands of specialist and 

technological training in the navy left less and less time for time-

tabled physical activities. A new system was needed that would promote 

enjoyable participation and have a 'carry over' effect and encourage 

further activity in sport and recreation in off duty hours. 

The general dissatisfaction with the Swedish system was communicated 

Upwards in two ways. Firstly, many jnstructors discarded the dull and 

mechanical Swedish exercises whenever possible and replaced them with 

more informal and enjoyable activities. This practice which was contrary 

to offiCial policy and directives could not go unnoticed. Secondly, many 

RNPTB members expressed their feelings and misgivings about the Swedish 

system to their supervising officer who in turn forwarded them to DNPTS. 

The voluminous correspondence in TEM/860/2/3 bears testimony to the 

extent and depth of feeling on the subject. Significantly this thrust 

for change that originated at the grass roots level of the RNPTB was 

acknowledged by DNPTS as an instance when 'the tail had wagged the 

dog,43. -

Further partiCipatory behaviour is evident in innovation F. 

Although a tentative format for the PFRT system had been decided by 

DNPTS, considerable input of opinion and suggestions was allowed that 

44 was democratically wider than hitherto had ever been the case Further 

evidence of this widening participation is also apparent in the 

SUbsequent discussions, trials and pilot studies from which the PFRT 

system was produced. 

Innovation G stands alone as a special case because of its origin. 
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In this innovation the thrust to amalgamate the physical training branches 

of the armed services came from above from the Ministry of Defence. The 

only service personnel involved were GL category officers of DNPTS and 

eqUivalent category officers from the army and RAF Directorates of 

Physical Training. Based on the recommendations of these officers the 

Ministry of Defence suspended the amalgamation attempts. For these 

reasons, innovation G may be regarded as belonging to the authoritative 

'top-down' category which does not support the second hypothesis. 

Also in the authoritative 'top-down' category is innovation I 

concerned with physical fitness testing. Although a working party was 

a Significant and perSistent feature of this innovation, the party's 

main concern was concentrated in the problem solving phase to establish 

phYSical fitness criteria. The decision to introduce physical fitness 

testing was taken solely by DNPTS. In an era when testing and measure-

mant figured prominently in physical education curriculum theory, there 

is no evidence of grass roots pressure within the RNPTB for this 

i 45 nnovation • 

46 
Level Two of Tannenbaum and Schmidt' 5 hierarchy of participatory 

behaviours where the leader 'sells' the deCision, appears to be 

appropriate for innovation H concerned with the integration of WRNS 

physical training instructors into the RNPTB. The innovation was 

i 47 nitiated by DNPTS for reasons that were expedient and advantageous to 

the RNPTB. In calling for opinion and support, great care was taken to 

emphasize the advantages and minimize the disadvantages such as possible 

detri~ental effects on promotion and career advancement. Although this 

innovation secured substantial support wi thin the RNPTB, the thrus t for 

it did not originate from below. It was essentially an Authoritative 

'top-down' innovation. 

Considerable external and internal pressures brought about th. 
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introduction of the naval recreation manager of innovation J. Externally 

there was a focussing on ~~e leisure phenomenon. Internally, extensive 

48 grass roots pressure identified in successive naval reports on sport 

49 
and recreation, and backed by high level support , indicated that 

existing organizational structures and facilities required management 

styles appropriate to the wider societal developments that were taking 

place in recreation and leisure. These grass root and participatory 

characteristics categorize J as a 'bottom-up' innovation. 

In summary, the previous and recent innovations considered here can 

not be precisely matched with Tannenbaum and Schmidt's50 levels of 

participatory behavio'Jrs, partly because of the continuum's broad and 

generalized categories, but also because some innovations suffer from 

information gaps. However, the innovations can be placed into authori t-

ative 'top-down' and participative 'bottom-up' categories, as indicated 

in Table 15 below: 

Table 15 

Previous and Recent Innovations Categorized as Authoritative 'Top-Down' 

and Participative 'Bottom-up' 

Authoritative 'Top-Down' 
Innovations 

participative 'Bottom-up' 
Innovations 

A. The Formation of the RNPTB. D. The 90\ System. 

B. 

c. 

*G. 

The Adoption of the Swedish *E. 

System. 

The Introduction of Ju-Jitsu. F. 

The Attempts to Amalgamate 

the Armed Services Physical J. 

Training Branches. 

H. The Integration of WRNS 

Instructors into the RNPTB. 

I. The Introduction of Physical 

Fitness Testing. 

*Innovation rejected. 

An Attempt to Form a WRNS 

Physical Training Branch. 

The Replacement of the Swediah 

System. 

The Recreation Manager Concept. 
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Taking into account that both E and G were rejected, from Table lS 

it can be seen that authoritative 'top-down' innovations are more 

prevalent than participative 'bottom up' innovations. Therefore the 

second hypothesis that effective change results from the decisions of 

the generalized elite, but the thrust for change comes from below in 

response to internal and external forces, can not be upheld. 

c. Hypothesis Three 

Since its formation in 1902 the RNPTB has experienced varying 

fortunes, and numerous drives for economy and efficiency have posed 

serious threats to its existence. Here the data surrounding previous 

and recent innovations are examined to assess these threats to the 

RNPTB. To identify those factors which may explain this survival it 

was hypothesized: 

that innovations which potentially threaten the status and 
identity of the RNPTB are rejected or resisted. 

The most obvious and recent threats were contained in innovation G 

and the various attempts to amalgamate the phYSical training branches 

of the armed services. The amalgamation attempt in 1964 followed 

reorganization of the Ministry of Defence when it was thought that the 

integration of certain aspects of training could be economipally 

advantageous. Another significant influence was the holistic approach 

to national defence planning to meet commitments and obligations under 

defence agreements. 

A pronounced defensive strategy adopted by all the physical 

training branches concerned in the 1964 amalgamation attempt was the 

emphaSis placed on the differences that existed in objectives and 

curricula content and methods Sl • The RNPTB made much of the fact that 

it was conveniently situated in the area of greatest naval activity and 

any relocation would hinder the organization and administration of 
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naval sport and recreation. In a frequent counter-strategy, DNPTS 

regularly circulated the RNPTB's objections to members of the working 

52 party exploring the possibilities of amalgamation • A similar 

lobbying strategy was adopted with a senior naval officer of admiral 

rank who served on the high level Ministry of Defence rationalization 

study group. The strategy was subsequently extended to selected 

53 personal interviews to present the RNPTB's case • The relatively small 

numbers of RNPTB and RAFPEB instructors trained at their respective 

schools of physical training was a strong argument for moving all 

instructor training to the army and the RAPTC at Aldershot. This 

possibility was blocked by the RNPTB and RAFPEB pricing such a move at 

£750,000. 

The 1971 amalgamation attempt was confined to a possible merger of 

HMS Temeraire Royal Naval School of Physical Training and the RMPTW. 

The idea for this innovation arose from plans to move HMS Temeraire 

into a new purpose-built complex elsewhere at Portsmouth. In opposing 

the plan, DNPTS expressed fears that both the RNPTB and the RMPTW would 

54 
suffer decrements in identity, status, and morale • Great significance 

was also attached to the unknown administrative consequences ot HMS 

Temeraire moving to a new s~te in the near future. 

The Admiralty Board were not convinced and thought the arguments 

for and against amalgamation were finely balanced, but the strategy ot 

suggesting possible difficulties in such sacrosanct areas as morale and 

effiCiency appear to have been effective since the matter was deferred. 

The 1973 amalgamation attempt represented the most determined 

effort to accomplish a merger of the armed services physical traininQ 

branches. Previous amalgamation studies were reviewed by a workinQ 

party, and it was r~Qffirmed that a significant barrier to innovation 

lay in the very individual nature of the physical training branch •• 
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55 fiercely protective of identity and prestige • 
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Perhaps due to a change in leadership the RAFPEB were now favour-

ably disposed to amalgamation, arguing that the different approaches 

of the indiVidual physical training branches were nevertheless under-

pinned by the same fundamental principles of physical education theory. 

The RNPTB, together wi th the RAPTC and RMPTW, maintained their strong 

OPposition using the old and hard-to-dispute arguments of differences 

in training objectives and career structures. 

Prompted by this lack of unanimity the Ministry of Defence 

initiated a further investigation by Wing Commander R who firmly 

Supported the concept of joint service training. He recommended that 

the amalgamation principle be approved, but he concluded that at all 

levels in the RNPTB, RAPTC, and RMPTW there existed a strong consensus 

of opinion opposed to joint service training on the grounds ot reduced 

56 identity, prestige and status • 

Evidence of typical RNPTB reaction to threats is available 1n other 

innovations. A suggestion in 1961 that HMS Temeralre should vacate its 

own site and move into accommodation within the Royal Naval Barracks in 

Portsmouth was strenuously resisted. The important point that soon 

became apparent in this issue was that DNPTS support for such a move 

Would not be forthcoming if there was the slightest danger of the RNPTB 

1 57 OSing its identity • 

Early in its life the RNPTB came under threat in 1905 from the 

POwerful Naval Ratings Committee. It was concluded that the pay and 

Substantive advancement of physical training instructors to Petty Officer 

1st Class was out of proportion to the importance ot their dutie., and 

recommended that the number of instructors should be substantially 

reduced58• The Committee also pOinted out that a certain incongruity 
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existed in the operation of separate physical training branches for the 

Royal Navy and the Royal Marines. 

The joint action by Commander C the first Superintendent of 

59 Gymnasia and his successor Commander I, in directly petitioning 

W. Graham Green, The Secretary of the Admiralty, and one of the two 

non-service members of the Naval Ratings Committee, was partially 

sUccessful. Although the automatic promotion to petty officer rank was 

removed, the numbers of instructors were not reduced. 

Elsewhere in innovation C, Commander I's defence of the Swedish 

system, his cool response to Commander H's proposal, and his categoriz-

60 ation of jU-jitsu as 'a popular form of recreative amusement' 

illustrates again typically pointed RNPTB reaction to threats. 

In 1947 having narrowly escaped amalgamation with DWS, innovation E 

POsed another threat in the form of power sharing or accoun tabili ty to 

the Director WRNS. Defensive manoeuvring and gatekeeping functions are 

61 
eVident in DNPTS's reaction to the idea of a WRNS physical training 

branch. The opposition arguments that HMS Temeraire had insufficient 

facilities, and 5 rather than 3 women physical education specialists 

were required to oversee a WRNS physical training branch were shrewdly 

indisputable and contributed to innovation E' s rejection. ; 

The follOWing factors appear to have been significant in the 

RNPTB's survival. All threats to ide~tity, status, and prestige were 

Vigorously opposed with a variety of strategies. Persistent written 

and verbal lobbying practices to highly placed and influential person. 

were a common feature. position papers at great length emphasized the 

differences and difficulties of innovation. Emphasis on the 

inconvenience, cost, and unforeseen consequences were reliable deter-

rents to change. Old, well-tried, and indisputable arguments fired at 

selected 'Achilles Heels', such as the Admiralty's sacrosanct concern 



for naval morale and efficiency, proved to be effective defence 

strategies. 
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On the basis of this evidence it can be concluded that innovations 

which potentially threaten the status and identity of the RNPTB are 

rejected or resisted. The third hypothesis can therefore be said to be 

upheld. 

In summary, the following conclusions were made regarding the three 

hypotheses: 

Hypothesis One 

that organizational changes within the RNPTB are implemented 

with less resistance than content and method innovations 

underpinned by physical education curriculum theory. 

Both organizational innovations and those of content and method 

encountered resistance of varying intensities from diverse sources. The 

data did not establish that organizational innovations were implemented 

with less resistance. HypotheSis One is therefore not upheld. 

Hypothesis Two 

that effective change results from the decisions ot the 

generalized elite, but the thrust for change comes trom below 

in response to internal and external forces. 

It was demonstrated that authoritative 'top-down' innovations were 

more prevalent than participative 'bottom-up' innovations. Hypothesis 

Two is therefore not upheld. 

HypotheSis Three 

that innovations which potentially threaten the status and 

identity of the RNPTB are rejected or resisted. 

Thr. data demonstrated that vigorous and successful Itrate9ie. are 

implemented to reject or resist threatening innovations. On the bast. 
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of this evidence, Hypothesis Three is upheld. 

Certain issues directly arise from these conclusions. By far the 

most critical and controversial is the question of whether or not GL 

category non-specialist officers, as opposed to SD category specialist 

physical training officers, should be apPointed to the executive 

POSitions within the RNPTB. This present practice effectively blocks 

the specialist SD officers from ever holding the highest positions of 

DNPTS, Deputy DNPTS, and Commanding Officer HMS Temeraire Royal Naval 

School of Physical Training. 

In the Schools Council project History, Geography and Social 

. 62 63 
Sc~ence S-13, both Derricott and Cooper concluded that detailed 

knowledge and the position held within the system were less important 

than belief in the innovation's value. While this conclusion might be 

valid in less formal organizations, and where the sponsor has a long 

term cOmmitment to the innovation, the situation in the RNPTB is that 

·GL officers with awesome power and no specialist knowledge serve a short 

two year period and then depart to other naval duties. It is suggested 

that this lack of continuity and knowledge acts to the detriment of 

naval physical training, sport and recreation, and that planning, 

development and implementation would be better served with the appoint-

ment of SD specialist officers to the executive positions within the 

RNPTB. 

Although authoritative 'top-bottom' innovations have been shown to 

be more prevalent, there is a discernible trend towards participative 

'bottom-up' innovations, see Table 15. TO foster this widening 

participation, procedures are required to facilitate a downward-looking 

accountability. 

There are further specific issues concerning the maintenanc •• nd 

development of naval physical training, sport, and recreation. For 
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example, there is the question of the possible effects and consequences 

of RNPTB's insularity. There is the vexed problem of fitness testing, 

and questions surrounding compulsory physical training and the 

formality of naval teaching methods. Concern remains on naval leisure 

habits and individual levels of physical fitness. 

It is in the light of these issues, findings, and conclusions, 

that the following recommendations are made: 

3. Recommendations 

1. To promote continuity and facilitate the efficient planning, 

development, and implementation of naval physical training, 

sport and recreation, SD specialist officers should replace 

GL category officers in the executive appointments of the 

RNPTB. 

2. To aid the assessment, implementation or rejection of 

innovation, efforts should be made to secure agreement on 

concepts, definitions, and objectives. 

3. Additional and effective procedures for innovation evaluation 

should be introduced to overcome the excessive reliance on 

reported use. 

4. The processes of innovation should be democratically Widened 

to include increased input from lower level participants. 

5. To promote the 'customer' rather than the 'captive' approach 

to participation in naval sport and recreation, procedures 

should be adopted to project some accountability downwards. 

6. To preserve the identity and integrity of the RNPTB, 

potentially threatening innovations should be carefully 

eXamined and if necessary rejected. 

7. To minimize dissonance ~.ld maximize the administration of 

naval phYSical training, sport, and recreation, HM5 Temarair., 
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DNPTS, and the SCB, should be relocated from their existing 

separate sites and integrated in a modern purpose-built complex. 

8. To reduce insularity, increased opportunities should be afforded 

to RNPTB personnel to attend more academic, administrative and 

coaching courses, conferences, and seminars promoted by external 

agencies concerned with physical education, sport, and 

recreation. 

9. The RNPTB instructor training curriculum should be reviewed and 

modified to encourage the adoption of more informal teaching 

methods. 

10. To promote physical fitness and naval discipline, compulsory 

physical training should be maintained in Part One training 

establishments. 

11. In Part Two training establishments, efforts should be renewed 

to secure games afternoons or recreational periods within time-

tabled work routines. 

12. To encourage wider participation the naval recreation manager 

concept of innovation J should be extended to more ships and 

establishments. 

13. Within the Royal Navy, attention should be drawn to the 
~ 

benefits of personal fitness by the staging of periodic 

promotional programmes and the establishment of permanent 

incentive schemes. 

14. The concept of physical fitness testing should be further 

extended to career advancement and re-engagement. 

15. In the interests of individual health and personal physical 

fitness, the cheap alcOhol and duty-free tobacco and c19aretto 

allowances available to all Royal Navy personnel Ihould b. 

abolished. 

16. To secure high levels of cooperation within the navy, more 
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acquaintance courses should be mounted for officers acting as 

Sports Officers in ships and establishments. 

17. Innovation H should be extended to provide female specialist 

officers to supervise physical training, sport, and recreation 

in the WRNS. 

18. All these recommendations could be accommodated with advantage 

64 
if the adapted model was adopted for RNPTB self-evaluation 

and accountability, see Figure a, page 289. 

4. Suggestions for Further Research 

Little research has been done on the processes of innovation in the 

Context of the military/naval framework, and it is hoped that the present 

study will serve to stimulate further work in this area. 

The study's approach was largely qualitative, and there is a need 

for empirical and quantitative studies to be undertaken. A longitudinal 

stUdy commencing with idea generation and terminating with innovation 

institutionalization is required to determine those variables which 

Contribute to persistence, and to account for the variations that occur 

oVer time in innovation interpretation. As indicated in Chapter Seven, 

a profitable line of inquiry would be the examination of possible 

facilitation links that may exist between two or more innovations. 

Some of the innovations considered within this study, such as I 

concerned with physical fitness testing, have extensive documentation 

that would provide further research orientations. The recreation manager 

concept of innovation J is relatively new and still developing. 

Documentation also exists for other innovations not mentioned in this 

stUdy, for example, the implementation of adventure training was regrott­

ably omitted. The physical training branches of the other armed services 

are unexplored territories, and mono-service and comparative inter-service 

stUdies are attractive research propositions. 
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Of course, all these research possibilities are dependent on 

securing the trust and cooperation of the armed services, and obtaining 

the necessary permission from the Ministry of Defence. 

5. Conclusion 

Official policy strictly controls research within the British 

armed services. Permission to conduct research is difficult but not 

impossible to obtain. Tedious and extended negotiations may be 

necessary before privileged-access is granted, but if the status is 

used discreetly within the ethics of servicq etiquette, significant 

contributions to mutual trust and confidence are secured. The 

acquisition of privileged-access not only makes possible participatory 

and observational visits to selected service establishments, but it 

also facilitates the analysis of information not normally available 

for examination. Interested researchers are therefore urged to take 

advantage of the potential opportunities within the military and naval 

frameworks. 
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