Organisational Strategy in Sport 
Task A: Organisational Strategy in Sport Organisations
Introduction
Sport organisations operate in unstable environments shaped by competition, financial pressure, governance reform, media influence, digitalisation, participant expectations, welfare responsibilities and wider social change. Strategic management is therefore central to sport management because it enables managers to analyse organisational position, establish direction, implement decisions and manage change in a structured but adaptable way. However, sport organisations are distinctive because they often combine commercial objectives with social value, supporter identity, athlete welfare, community participation and unpredictable performance outcomes (Smith and Stewart, 2010; Hoye et al., 2022; Parent and Smith-Swan, 2023). This section critically examines internal and external analysis, strategic direction, strategy implementation and the change process. It argues that effective sport strategy depends not only on using strategic tools, but on applying them critically within the cultural, political and stakeholder driven context of sport.
Internal and external analysis
Internal and external analysis helps sport managers understand both organisational capability and environmental pressure. Internally, this involves examining strengths, weaknesses, resources, capabilities, culture, leadership structures and operational limitations. From a resource based view, sport organisations may gain advantage through resources that are valuable, rare, difficult to imitate and effectively organised. These may include coaching expertise, academy systems, facilities, supporter loyalty, brand reputation, data capability and community trust (Barney, 1991; Whittington et al., 2023). In sport, such resources are often relational and symbolic rather than purely financial, meaning that they depend heavily on trust, history, reputation and stakeholder commitment (Smith and Stewart, 2010; Hoye et al., 2022).
For example, a professional football club with a productive academy may reduce transfer costs, develop saleable assets and strengthen club identity. However, internal strengths can become weaknesses if they create complacency. A strong tradition may build loyalty, but it can also restrict innovation if leaders reject new performance methods, inclusion strategies or digital engagement. Therefore, internal analysis should not simply list organisational strengths; it should question whether existing resources remain suitable for a changing sport environment.
External analysis focuses on opportunities and threats in the wider context. PESTLE analysis helps managers examine political, economic, social, technological, environmental and legal pressures, including public funding, sponsorship markets, media rights, facility costs, safeguarding expectations and changing participation patterns (Whittington et al., 2023). In contemporary sport, this is particularly important because government policy increasingly links sport to public health, inclusion and wellbeing, while digital platforms have changed how fans, participants and sponsors interact with organisations (DCMS, 2023; Hoye et al., 2022).
However, strategic tools have limitations if they are applied mechanically. PESTLE can become a descriptive checklist rather than a basis for judgement, while Porter’s Five Forces fits sport imperfectly because sport organisations often operate through co-opetition. Clubs compete for results, players and sponsors, but also rely on each other to maintain league quality, broadcasting value and fan interest. As a result, sport managers must analyse not only markets, but also relationships, legitimacy and stakeholder power.

Establishing strategic direction
Establishing strategic direction involves deciding what the organisation wants to achieve and how it intends to create value. This usually includes the mission, vision, values, aims and measurable objectives. In sport, strategic direction may focus on competitive success, participation growth, community engagement, financial sustainability, equality, talent development, athlete welfare or environmental responsibility (Hoye et al., 2022; Parent and Smith-Swan, 2023). A national governing body may prioritise participation and inclusion, whereas a professional club may focus more strongly on league position, commercial growth and talent acquisition. Strategic direction must therefore be judged against organisational purpose rather than one universal definition of success.
A clear strategic direction gives staff, coaches, athletes, volunteers and partners a shared understanding of priorities. Nevertheless, clarity of direction does not remove conflict. Owners may prioritise revenue, supporters may prioritise tradition and performance, athletes may prioritise welfare, and local communities may expect affordability and access (Smith and Stewart, 2010; Ferkins, Shilbury and O’Boyle, 2018). For instance, increasing ticket prices may improve income but damage supporter trust, while investment in elite performance may reduce resources available for grassroots provision. Strategic thinking therefore requires managers to recognise that strategy involves choices about whose interests are prioritised.
Strategy also needs flexibility because sport organisations face unpredictable results, injuries, funding changes, governance issues and reputational risks (Whittington et al., 2023). Strategy is not only a rational planning process, but also a social and political process shaped by negotiation, power and context (Mintzberg, Ahlstrand and Lampel, 2009; Whittington et al., 2023). The strongest sport strategies are therefore those that explain how competing priorities will be balanced when resources are limited and stakeholder demands conflict.
Strategy implementation
Strategy implementation turns strategic intentions into practical action. This is often where sport organisations struggle most, because a strategy may appear strong in written form but fail in practice if the organisation lacks staff capacity, financial resources, leadership capability, communication systems, facilities or evaluation processes (Bryson, 2018; Hoye et al., 2022). For example, a university sport department may aim to increase student participation, but this will only be realistic if sessions are affordable, inclusive, well timed, accessible and promoted effectively. Without these conditions, the strategy risks becoming symbolic rather than meaningful.
This issue is particularly significant in community and voluntary sport, where limited resources, volunteer dependency and uneven governance capacity can restrict ambitious plans (Shilbury, Ferkins and Smythe, 2013; Ferkins, Shilbury and O’Boyle, 2018). Leadership and management are central to implementation because leadership provides vision, motivation and cultural direction, while management provides planning, budgeting, monitoring and accountability (Yukl and Gardner, 2020; Northouse, 2021). Transformational leadership may be useful because it emphasises shared purpose and individual development, which fits the emotional nature of sport (Northouse, 2021). However, it should not be accepted uncritically. Inspirational leadership can become problematic if charisma replaces evidence based planning, welfare protection and transparent decision making. Belief alone cannot compensate for poor recruitment, weak governance, inadequate facilities or unclear performance systems. Effective implementation therefore requires both motivating leadership and disciplined management.
The change process
The change process is central because sport organisations must constantly adapt to shifting environments. Change may be planned, such as introducing a participation strategy, or reactive, such as responding to financial crisis, poor results, safeguarding failures or media criticism. Change models can help managers structure the process, but they may oversimplify sport organisations. Linear models often imply that organisations move from one stable state to another, yet many sport organisations experience continuous disruption through competition cycles, funding uncertainty, public scrutiny and stakeholder pressure (Burnes, 2020; Cameron and Green, 2024). Sport governance research also shows that formal reforms may not change behaviour unless underlying values and power relationships are addressed (Hassan, 2022; O’Boyle and Shilbury, 2023).
Change in sport is difficult because it often affects identity, belonging and tradition. Supporters may resist stadium relocation, badge changes or ownership decisions because these decisions are symbolic as well as commercial. Staff and volunteers may resist new systems if they feel excluded from decision making, while athletes may resist coaching changes if they reduce autonomy or create uncertainty. Therefore, successful change depends not only on the technical quality of the strategy, but also on the perceived legitimacy of the process. Sport managers must communicate clearly, involve stakeholders where possible and explain why change is necessary. This is especially relevant where sport organisations respond to equality, digital transformation, sustainability and public health agendas, because these require cultural change rather than only operational adjustment (DCMS, 2023; Sport England, 2021; Hoye et al., 2022).
Overall, organisational strategy in sport requires systematic analysis, clear direction, effective implementation and careful change management. Strategic tools must be applied critically rather than mechanically. Strategic direction provides purpose, but it must balance competing definitions of success across performance, finance, welfare, inclusion and community value. Implementation links planning to outcomes and requires leadership, resources, communication and control. Finally, change management is essential because sport organisations operate in environments shaped by commercial, social, technological and governance pressures. Successful sport strategy is therefore socially embedded, politically sensitive and stakeholder driven, and must be adapted to the distinctive culture of sport.














Task B: Critical Review of the Football Association of Wales Strategy
Introduction
This section reviews the Football Association of Wales, through Our Wales: The FAW’s 2021 to 2026 Strategic Plan for Welsh Football. As the national governing body for football in Wales, the FAW is responsible for elite performance, grassroots development, women’s and girls’ football, governance, facilities, inclusion, safeguarding and national football identity. This makes the FAW a complex sport organisation because success must be assessed through results, participation, access, social value and sustainability (Hoye et al., 2022; Parent and Smith-Swan, 2023; France et al., 2024). This review uses PESTLE, SWOT, stakeholder theory, the resource based view, implementation theory and change models to evaluate the strategy. The central argument is that the strategy creates a strong shared purpose around Welsh identity, but is weaker in relation to prioritisation, trade offs and implementation detail. This matters because national governing bodies must justify strategic decisions to funders, participants, volunteers and communities while managing limited resources, risk and public expectations (Anagnostopoulos and Winand, 2022; Thompson et al., 2023).
Internal and external strategic analysis
Strategic analysis allows a governing body to understand its position before setting direction. In sport, this requires more than listing strengths and weaknesses because governing bodies operate in environments shaped by politics, finance, media, participation trends, accountability and governance reform (Hoye et al., 2022; O’Boyle and Shilbury, 2023; Thompson et al., 2023). The FAW’s strategy identifies Covid 19, Brexit, climate concerns, digital transformation, social justice movements and changing inclusion expectations (Football Association of Wales, 2021). This resembles PESTLE analysis because the FAW recognises political, economic, social, technological, legal and environmental pressures.
However, these pressures are identified more than they are ranked. Strong strategic analysis should assess which issues create the greatest risk and which require the most immediate action. Although the strategy refers to climate change, inequality and digital transformation, it does not explain their relative urgency or how resources will be allocated between them. This matters because too many priorities can make a strategy broad but unfocused. Therefore, the FAW’s external analysis is relevant, but not always sufficiently diagnostic. Effective diagnosis should distinguish between broad context, immediate constraints and priority issues (Rumelt, 2011; Johnson et al., 2020; Whittington et al., 2023).
A SWOT style approach also reveals both strengths and limitations. The FAW’s strengths include international success, Welsh identity, supporter loyalty, growing interest in women’s football and relationships with UEFA, FIFA, Welsh Government and Sport Wales. Opportunities include participation growth, commercial development, facility investment and digital engagement. However, the strategy is less direct about weaknesses and threats, such as uneven facility quality, limited resources, volunteer reliance, affordability barriers and the risk that elite performance dominates grassroots needs. Rumelt (2011) argues that good strategy requires clear diagnosis rather than a list of ambitions. From this perspective, the FAW plan is weaker because it presents challenges as broad development areas rather than prioritised strategic problems.
The resource based view is also useful for evaluating the FAW’s position. Organisations create advantage through resources and capabilities that are valuable, rare and difficult to imitate (Barney, 1991; Whittington et al., 2023). For the FAW, Welsh identity is valuable because it creates emotional attachment and cultural power. National team momentum, supporter passion, coaching structures and international relationships are also important capabilities. The idea of global local Wales links national identity with local football development (Football Association of Wales, 2021). However, identity alone cannot solve poor facilities, funding limitations, volunteer shortages or unequal access. The analysis would therefore be stronger if it assessed more directly whether the FAW has the capacity to deliver all of its objectives.
The FAW’s stakeholder analysis is one of the stronger parts of the strategy because the plan was developed through consultation with players, coaches, managers, supporters, clubs, officials, volunteers, staff, teachers, parents, journalists, sponsors and partners (Football Association of Wales, 2021). This matters because governing bodies are stakeholder rich organisations where strategy cannot simply be imposed from the top. Governance research stresses the importance of accountability, transparency, stakeholder voice and legitimacy (Anagnostopoulos and Winand, 2022; Geeraert, 2022; Thompson et al., 2023; France et al., 2024). However, consultation does not automatically mean shared power. The strategy does not fully explain how competing interests were prioritised between elite teams, grassroots clubs, commercial partners and local communities.
A further weakness is the limited use of baseline evidence. The strategy includes 2026 milestones, including 150,000 registered members, 120,000 registered players, 20,000 registered female players, 16,000 registered coaches, 12,500 registered volunteers and 1,500 registered referees (Football Association of Wales, 2021). These targets are measurable, but they are mostly outputs rather than measures of lived experience, equality or long term impact. Increasing the number of female players is positive, but it does not prove equal access to facilities, coaching, safeguarding, leadership opportunities or media visibility. Inclusion requires action on cost, transport, facility access, culture, discrimination, disability access and confidence (Spaaij, Magee and Jeanes, 2020; Westerbeek et al., 2021; Crossman et al., 2024). Overall, the FAW’s analysis is relevant, but not sufficiently strategic because it does not always turn issues into clear choices.
Common purpose and strategic direction
The FAW’s common purpose is a clear strength. The idea of Our Wales links football to identity, pride, belonging and national representation (Football Association of Wales, 2021). This is strategically powerful because governing bodies manage culture, trust and legitimacy as well as participation. Strategic purpose must therefore operate emotionally and practically (Cleland, 2021; Parent and Smith-Swan, 2023; France et al., 2024). By connecting local football to national identity, the FAW gives stakeholders a shared story and strengthens organisational legitimacy.
However, this strength also creates a weakness. The purpose is broad and inspirational, but it does not always operate as a clear decision making framework. The values of excellence, family and respect are positive, but they are open to interpretation. Family can create belonging, but it may also protect insiders if loyalty becomes more important than accountability. Excellence can raise standards, but it may prioritise elite performance over welfare. Respect only becomes meaningful if it is supported by education, reporting systems and sanctions (Kihl, 2021; Geeraert, 2022; Thompson et al., 2023).
The FAW’s strategic direction is framed through global local Wales, which connects international success with grassroots participation. In theory, this is strong because elite success can inspire participation, while grassroots structures can support talent development (Green, 2005; Hoye et al., 2022). However, this relationship is not automatic. International success may increase visibility, but it does not improve local access unless investment reaches clubs and communities. Sport development research warns that mass participation depends on opportunity, affordability, confidence and sustained delivery (Green, 2005; Spaaij, Magee and Jeanes, 2020; Westerbeek et al., 2021; Crossman et al., 2024).
This creates a major strategic tension between elite success and inclusion. The FAW wants national teams to qualify for major tournaments and Welsh clubs to compete in Europe, while also making football inclusive, affordable and community based (Football Association of Wales, 2021). These aims may compete for funding, leadership attention and media visibility. Elite success is more visible and commercially attractive, whereas grassroots development is slower and harder to measure. Unless the FAW protects grassroots investment, the performance agenda could dominate inclusion.
There is also tension between commercial growth and affordability. The FAW wants to increase revenue, report annual operating profits and invest at least £20 million into facilities by 2026 (Football Association of Wales, 2021). Commercial income can fund facilities, pathways and development work. However, if commercial growth increases costs for participants, supporters or clubs, it may conflict with accessibility. Inclusion requires the removal of practical barriers such as cost, transport, facility availability, confidence and previous negative experiences (Spaaij, Magee and Jeanes, 2020; Westerbeek et al., 2021; Crossman et al., 2024). The FAW must therefore show how commercial development will support access rather than undermine it.
The FAW’s commitment to women’s and girls’ football is another clear strength. Its target of 20,000 registered female players by 2026 gives this ambition measurable direction (Football Association of Wales, 2021). However, participation growth alone does not guarantee equality if girls and women continue to experience poorer facilities, lower media visibility or weaker pathways. Women’s football development is shaped by governance, pathways, culture, coaching quality and media representation (Valenti, Scelles and Morrow, 2020; Williams, 2021; Culvin and Bowes, 2021). Similarly, the 40% gender representation target for the FAW Board supports transparency, but representation alone does not guarantee influence. Without genuine decision making power, diversity can become symbolic rather than transformational (Adriaanse, 2020; Kihl, 2021; Evans and Pfister, 2021).
Strategy implementation and the change process
Implementation is the key test of the FAW strategy because a strategy is successful only if it changes behaviour, improves systems and produces outcomes (Johnson et al., 2020; By, 2020; Thompson et al., 2023; France et al., 2024). The FAW describes the strategy as a living plan and identifies investment, image, systems, insight and engagement as enablers (Football Association of Wales, 2021). This is sensible because strategy depends on resources and commitment. However, the framework remains general and does not show which enablers are weakest, which require investment or who is responsible for delivery.
Kotter’s change model helps evaluate the FAW’s approach. The FAW demonstrates vision and attempts to build a coalition through consultation. However, the plan is weaker on empowerment, short term wins and reinforcement (Kotter, 2012). It is unclear how local clubs will be supported, how volunteers will be equipped, or how weak implementation will be challenged. The FAW cannot directly control Welsh football because clubs, leagues, schools, local authorities and volunteers shape whether the strategy succeeds. Delivery therefore depends on distributed implementation, which is a common challenge for governing bodies reliant on semi-autonomous organisations and volunteers (Hoye et al., 2022; Parent and Smith-Swan, 2023; O’Boyle and Shilbury, 2023).
Lewin’s change model also highlights a weakness. Successful change requires organisations to unfreeze behaviours, implement new practices and embed them into routines. The FAW describes the desired future, but is weaker in explaining how entrenched behaviours will be disrupted. Exclusionary club cultures, poor touchline behaviour, weak governance or resistance to women’s football cannot be changed through values statements alone. They require education, incentives, sanctions, leadership consistency and monitoring. The implementation challenge is therefore cultural as well as operational. Values based strategies only become meaningful when they are connected to accountability and consequences (Kihl, 2021; Geeraert, 2022; Thompson et al., 2023).
The FAW’s milestones are positive because they create accountability. Targets around participation, revenue growth, facility investment, digital engagement and governance diversity provide measurable indicators (Football Association of Wales, 2021). However, many of these measures are outputs rather than outcomes. Registrations do not prove that participants feel included or remain involved. Facility investment does not prove equitable access if improvements are concentrated in stronger areas. Digital engagement does not prove meaningful participation, and revenue growth does not prove affordability. The FAW must therefore avoid confusing activity with impact. A stronger approach would combine quantitative indicators with qualitative evidence, with participation evaluated through retention, safety and belonging rather than registration alone (Westerbeek et al., 2021; Crossman et al., 2024; France et al., 2024).
Strategic overload is another implementation risk. The FAW wants to improve elite performance, grassroots participation, women’s football, governance, facilities, diversity, sustainability, refereeing, coaching, digital systems and commercial growth (Football Association of Wales, 2021). Each area could require its own budget and monitoring system. The plan would therefore be stronger with clearer sequencing. Facility quality, coach education, safeguarding and club support may need to be treated as foundations before participation and inclusion targets can be achieved. Financial implementation also needs criticism because if expected income does not materialise, the FAW may have to choose between elite performance, grassroots development, facilities and inclusion. Clearer financial assumptions would make the strategy more convincing.
Recommendations and conclusion
To strengthen the strategy, the FAW should publish clearer baseline evidence on participation, facility quality, inclusion and regional inequalities by gender, age, disability, ethnicity, socioeconomic background and geography. It should distinguish outputs, such as registrations and investment, from outcomes, such as retention, affordability, belonging, satisfaction, safety, coaching quality and experiences of underrepresented groups. This would show whether Welsh football is becoming genuinely inclusive, rather than simply larger.
The FAW should also sequence priorities more clearly. Facility quality, safeguarding, coach education, volunteer support and club governance should be treated as foundations for sustainable growth. Commercial growth should be linked to affordability and access, so revenue supports development rather than creating barriers. Clearer local responsibilities are also needed for clubs, leagues, schools, local authorities, volunteers and partners. Since delivery depends on a network, the FAW needs ownership, accountability, training, support and monitoring.
In conclusion, the FAW’s 2021 to 2026 strategic plan is ambitious, values-led and culturally powerful. Its main strength is that it connects Welsh football to national identity, inclusion, participation, community wellbeing and international pride. However, it is less convincing as a detailed strategic management document. Its analysis is broad but not always deep, and it lacks baseline evidence about scale, causes and regional differences. Our Wales and global local Wales are powerful ideas, but they create tension because elite success, commercial growth, inclusion and community access do not align automatically. Implementation shows positive signs through enablers, milestones and stakeholder engagement, yet delivery remains the biggest risk. Overall, the strategy is impressive as a vision document but weaker as a strategic management plan.
Overall, this examination shows that organisational strategy in sport requires more than formal planning tools. It requires critical diagnosis, stakeholder negotiation, disciplined implementation and context sensitive change management. The FAW case demonstrates that strong vision and identity can create strategic momentum, but long term success depends on whether strategic ambition is translated into measurable, funded and locally embedded action.
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