Assignment 2 managing and leading a sports organisation 
Task 1
The world of sport is constantly moving, and for organisations to stay ahead, they cannot simply rely on luck, they need a solid strategic plan. Strategic management acts as the backbone of this process, helping leaders navigate everything from shifting fan expectations to global economic changes. This assignment explores that journey from theory to practice in two distinct stages.
The first task provides a systematic overview of key strategic concepts. I will examine the importance of internal and external environmental analysis, the process of setting a clear strategic direction, and the complexities involved in implementation and change management. Following this theoretical foundation, the focus shifts to a real life application in Task 2, The Football Association of Wales (FAW). Using the FAW as a case study, I will critically review how they approach their strategic analysis and identify their "common purpose" through the "Our Wales" strategy. Finally, I will examine how the FAW handles the implementation of these goals and the resulting organisational change. Ultimately, this work aims to demonstrate how strategic theory is applied to meet the unique challenges of modern Welsh football.
Before a sport manager can decide where an organisation should go, they need a clear-eyed view of where it currently stands. This involves looking at the world outside the front door (External) and the resources inside the building (Internal).
The external environment is essentially everything the organisation cannot control but must react to. A common tool used here is the PESTLE analysis, which breaks the environment down into Political, Economic, Social, Technological, Legal, and Environmental factors. In a sporting context, this might mean looking at how government health policies (Political) or the rise of e-sports (Technological) impact traditional participation.
As noted by Lussier and Kimball (2020), sport organisations are particularly sensitive to their external environments because they rely so heavily on public perception and discretionary spending. Beyond PESTLE, managers often use Porter’s Five Forces to understand the attractiveness of their sector by looking at the power of suppliers, the threat of new competitors, and the bargaining power of fans or sponsors.
While the external analysis looks at the ‘weather’ the internal analysis looks at the ‘engine.’ The most famous tool here is the SWOT analysis. By identifying Strengths and Weaknesses, managers can see if they have the internal capacity to take advantage of external Opportunities or defend against Threats.
However, a more modern approach is the Resource-Based View (RBV). This theory suggests that an organisation’s competitive advantage (basically what makes it better than the rest) comes from its unique resources. According to Barney (1991), for a resource to give a long-term advantage, it must be valuable, rare, hard to copy, and well organised within the company (the VRIO framework). In sport, this resource could be anything from a world-class stadium to a highly loyal fan base or even a unique coaching philosophy. A perfect real-life example of this is Real Madrid, while many clubs have massive transfer budgets, Real Madrid possesses a unique internal resource, it’s global brand prestige and "mythique." As discussed by Hoye et al. (2022), this heritage acts as a powerful "magnet" for the world’s best players and the most commercial sponsors. Because this century long history and reputation are something a newer club cannot simply buy or build overnight making it Inimitable, it provides Real Madrid with a sustained competitive advantage that keeps them at the top of the European game, regardless of who is currently managing the team.
Ultimately, the goal of these analyses is to achieve "Strategic Fit" ensuring that what the organisation is good at (Internal) actually matches what the world needs (External).
Once an organisation has completed its environmental scanning, it must determine its strategic direction. This phase is essentially the bridge between analysis and action. In sport management, this direction is typically defined by a hierarchy of intent, starting with a broad vision for the future and narrowing down into a specific mission and measurable objectives. A clear direction acts as a unifying force, ensuring that all stakeholders from board members to the fans are aligned with a common purpose. According to Slack and Parent (2006), establishing this direction is particularly complex in the sporting world because managers must balance the on-field desire for trophies with the off-field necessity of financial sustainability. Without this clarity, organisations often suffer from strategic drift, where they react to short-term results rather than following a long-term plan.
A prominent footballing example of a clearly established strategic direction is FC Barcelona and their "Masía-first" philosophy. Their direction is not merely to win matches, but to do so using a specific style of play developed through their internal youth academy. This Common Purpose dictates every level of the club's operations, from recruitment to coaching education. As explored by Chadwick et al. (2022), this distinct strategic identity provides the club with a unique brand and a competitive advantage that survives even when the team goes through periods of transition. By embedding this direction into the club's DNA, the organisation ensures that its strategic choices remain consistent regardless of changes in personnel or temporary external pressures.
Strategy implementation is often considered the most difficult phase of the management process because it requires turning abstract ideas into concrete actions. While a club might have a brilliant plan for growth, that plan is essentially worthless unless the organization can align its structure, people, and budget to support it. Implementation involves the allocation of resources and the creation of systems that allow the strategy to function daily. According to Hoye et al. (2022), even the best-designed strategies often fail because managers underestimate the importance of "operationalizing" the plan, which includes making sure every staff member understands their specific role in the new direction.
A strong example of successful implementation can be seen in Forest Green Rovers. Their strategy was to become the world’s first truly sustainable, vegan professional football club. To implement this, they didn't just change their mission statement, they changed their entire operational structure. This involved installing solar panels, creating an organic pitch, and completely removing meat products from the stadium. As noted by Desbordes and Richelieu (2012), successful implementation requires a "strategic fit" where the organization’s internal culture and physical resources are perfectly synced with its goals. By ensuring that every part of the club’s operations reflected their green strategy, Forest Green Rovers successfully moved from a small local team to a globally recognised brand. 
The final component of the strategic management process is managing change. In the volatile world of sport, change is often triggered by poor performance, financial shifts, or the departure of long-term leaders. However, simply announcing a new strategy is rarely enough to ensure success, managers must proactively lead people through the transition. According to Kotter (2012), successful change requires a systematic eight step approach, beginning with creating a sense of urgency and ending with anchoring new approaches within the organisational culture. Without a structured process, sport organisations often face internal resistance from staff, players, or fans who are comfortable with the status quo.
A significant example of a complex change process occurred at Arsenal following the departure of Arsène Wenger in 2018. For over two decades, Wenger had operated with total control over the club’s strategic and operational functions. His exit required the club to undergo a massive structural metamorphosis, moving from a manager-led model to a modern head coach and technical director system. As noted by Pain in the Arsenal (2019), this transition was initially difficult because it required a total cultural shift and the removal of long standing staff to make way for new scouting and coaching set-ups. This highlights that in football, strategic change is not just about changing the person in charge it is about redesigning the entire organisation to move away from ‘stagnation’ and toward modernisation.
Task 2
For the Football Association of Wales (FAW), the shift toward their current 2021-2026 strategic plan was born out of a rigorous analysis of both their internal capabilities and a rapidly changing Welsh landscape. Historically, the FAW operated under a traditional model that focused primarily on the elite men’s senior team. However, a critical review of their recent strategy suggests a much more well rounded use of environmental scanning to move away from this status quo.
The FAW’s external analysis clearly identified a unique political and social climate in Wales. By looking at Political and Legal factors, the FAW aligned its goals with the Well-being of Future Generations (Wales) Act 2015. This was a strategic masterstroke by showing how football contributes to a ‘Healthier Wales’ and a ‘Wales of vibrant culture and thriving Welsh Language,’ the FAW secured stronger backing from the Welsh Government.
Socially, the FAW analysed the rise of the Red Wall (Y Wal Goch). They recognised that the external perception of Welsh football had shifted from a sport only focus to a broader cultural identity. However, a critical critique of this analysis suggests that while they successfully captured the National mood, they initially struggled to analyse the Economic threats facing the domestic Cymru Premier league, which continues to battle for viewership against the English Premier League. Their analysis had to account for the dual-market reality of Welsh football, elite international success versus struggling domestic structures.
Internally, the FAW utilised a transparent SWOT analysis to identify deep rooted weaknesses. While their Strength was the success of the Men’s team (reaching Euro 2016 and 2020), their Weakness was a lack of gender parity and aging facilities. Using the Resource-Based View, the FAW identified that their most Valuable and Rare resource was not just the players, but the brand of Cymru. By rebranding from The FAW to Cymru, they leaned into a resource that is Inimitable. No other nation can claim the specific Cymru identity. Critically, however, their internal review highlighted that they were not Organised (the 'O' in VRIO) to support the women’s game at the same level. This honest internal reflection led to the ‘For Her' strategy, showing that their strategic analysis was not just a PR exercise but a genuine attempt to fix internal gaps in their resource allocation.
A critical review of the FAW’s strategic direction reveals a move toward a more unified and inclusive Common Purpose. In sport management, establishing a common purpose is often difficult because different groups such as grassroots volunteers, elite professional players, and commercial sponsors frequently have conflicting goals. Historically, the FAW was criticised for being top-heavy focusing almost exclusively on the senior men’s international team while leaving the rest of the Welsh football pyramid feeling disconnected. However, the ‘Our Wales’ strategy was specifically designed to bridge this gap and create a shared identity that resonates across the entire nation.
The FAW’s approach to identifying this purpose was centered on the concept of ‘Football for Everyone, Everywhere.’ By setting this as their core mission, they moved beyond the simple goal of winning matches and instead positioned the association as a social leader in Wales. A key element of this direction was the "Cymru" rebrand. This was not just a cosmetic change it was a strategic move to align the organisation with Welsh culture and language, creating a unique Strategic Fit that differentiates Wales from other footballing nations. Critically, this direction was established through consultation with fans and stakeholders, ensuring that the Red Wall fans felt a sense of ownership over the national team’s identity.
To turn this vision into a measurable reality, the FAW established six strategic pillars, including World Class Infrastructure and Diverse and Inclusive. One of the most significant moves in establishing a common purpose was the introduction of the ‘For Her’ strategy. By explicitly stating that the growth of the women’s game is a top priority, the FAW addressed a long standing strategic weakness. The direction was clear to achieve a common purpose, the organisation had to prove that a girl playing in a local park in North Wales had the same value to the association as a professional player in Cardiff. This alignment of grassroots and elite goals is a hallmark of a well-executed strategic direction.
However, a critical review also reveals challenges in this approach. While the national identity has unified the international fans, there remains a disconnect within the domestic league structure. The common purpose of the Cymru Premier (the top tier of Welsh domestic football) has often felt secondary to the success of the national team. Critics argue that while the FAW has successfully established a direction for the Cymru brand, the strategic direction for domestic clubs remains underfunded and less clearly defined. This suggests that while the overarching mission is strong, the Strategic Fit at the local club level is still a work in progress. Despite this, the FAW’s ability to use national pride as a unifying force has fundamentally changed the direction of the organisation, moving it toward a more sustainable and culturally relevant future.
Strategy implementation is where the FAW moves from national pride to tangible investment. A critical review of their implementation phase shows that the association has successfully operationalised it’s goals through specific, high profile projects. One of the most significant examples of this is the landmark Equal Pay agreement reached in 2023. By ensuring that the men’s and women’s senior teams receive the same pay for international matches, the FAW didn’t just talk about equality, they implemented it into their financial structure. According to Wales Online (2023), the men’s team actually took a 25% pay cut to help fund this transition, demonstrating a deep organisational commitment to the common purpose established in the our Wales strategy.
Furthermore, implementation can be seen in the physical infrastructure of Welsh football. The FAW has utilised Welsh Government funding to upgrade facilities like Dragon Park in Newport and Colliers Park in Wrexham. As noted by Gov.Wales (2026), a recent £1 million investment was specifically targeted at creating a new 3G pitch for the Girls’ Regional Programme. This is a clear example of resource allocation, the FAW is actively moving resources toward their ‘for her’ objectives to ensure that the grassroots infrastructure can support the growing demand for the women’s game.
Regarding the Change Process, the FAW has undergone a significant cultural transformation. Moving away from the status quo of being a traditional, suit and tie governing body, the organisation has adopted a modern, progressive movement mindset. This change was led by a new executive team that prioritized transparency and fan engagement. A critical review of this change suggests it was largely successful because it embraced a bilingual, culturally-led approach. However, change of this scale often meets resistance. For example, while the rebrand to Cymru was popular with national fans, some domestic clubs felt that the focus on the national identity overshadowed the need for financial reform within the Cymru Premier.
Recently, the FAW has addressed this by implementing a new strategy for the domestic game, moving toward a 16-team format for the 2026/27 season to increase connection (FAW, 2024). This illustrates that the change process at the FAW is cyclical, they implement a change, review the feedback from stakeholders, and then adapt their strategy to fix the gaps. This ability to evolve shows that the FAW is no longer a stagnant organisation, but one that uses the strategic management process to remain relevant in a competitive sporting landscape.
In conclusion, this assignment has demonstrated that strategic management is far more than a corporate exercise it is a vital survival tool for modern sport organisations. Task 1 established that for a strategy to be effective, it must be rooted in a realistic analysis of the internal and external environments, have a clear and inclusive strategic direction, and be supported by a robust implementation and change process. Without these components, even the most prestigious organisations risk ‘strategic drift,’ where they lose relevance in an increasingly competitive global market.
The critical review of the Football Association of Wales in Task 2 reveals an organisation that has successfully moved away from a stagnant ‘status quo.’ By aligning with the Welsh Government’s well-being goals and embracing the ‘Cymru’ identity, the FAW has achieved a high level of strategic fit. They have turned their internal cultural heritage into a unique, inimitable resource that provides a sustained competitive advantage. Furthermore, the implementation of landmark policies, such as the 2023 equal pay agreement and significant grassroots infrastructure investment, proves that the FAW is capable of turning its common purpose into tangible results.
However, the findings also suggest that the strategic journey is never truly finished. While the national brand is stronger than ever, a disconnect remains between the elite international success and the sustainability of the domestic Welsh football pyramid. The FAW’s ongoing change process (specifically the planned restructuring of the Cymru Premier for 2026) shows that they are aware of these gaps and are prepared to adapt. Ultimately, the FAW serves as a powerful case study for any sport manager, illustrating that while theory provides the map, successful management requires the bravery to lead cultural change and the discipline to ensure that resources reach every level of the game.
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