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Executive Summary
This report critically evaluates the strategic position of Welsh domestic football, focusing on the Football Association of Wales (FAW) and the Cymru Premier. Using key strategic frameworks including PESTEL, Porter’s Five Forces, and the Resource Based View (RBV) the analysis identifies structural weaknesses such as financial limitation, low commercialization, and competitive pressures from the English Premier League (UEFA, 2022)
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However, the report argues that Welsh football possesses underutilised strategic assets, particularly in youth development and European competition access, which have historically contributed to grassroots impact and national engagement (UEFA, 2026). The findings suggest that while traditional strategy models provide a useful insight, their applicability is constrained in semi‑professional sporting contexts where non‑market factors such as community identity play a significant role in overall performance (Morrow, 2003).
The report recommends a digitally driven growth strategy, enhanced talent monetization and sustainability led innovation to strengthen long term competitiveness, aligning with contemporary digital transformation research in sports consumption (PWC, 2023)
Introduction
The Welsh domestic football industry can represent a niche yet a very complex sector within the European sport industry. Governed by the FAW, the Cymru Premier operates in a structurally disadvantaged position due to the historical integration of leading Welsh clubs into the English Football system. Even as most recently as Merthyr Town FC following in the footsteps of other leading clubs doing the same, clubs have opted out of the domestic top flight, highlighting ongoing structural challenges (Conn, 1997) This has significantly limited domestic league visibility, commercial growth, and fan engagement.
From a strategic point of view, the industry provides an insightful case due to its hybrid model combining semi‑professional operations with aspirations of European competitions. Unlike elite leagues, Welsh football lacks substantial broadcasting revenue, relying on UEFA funding and localised income streams (Deloitte, 2025).
Key challenges include financial sustainability, talent retention, and competition from globally dominant leagues, which reflect broader financial inequalities in European football markets (Serrano, 2023). However, emerging trends such as digital broadcasting and sustainability focused governance present new strategic opportunities aligned with technological change in sport consumption (PWC, 2023)
Critically, this report moves beyond descriptive analysis by evaluating how traditional strategic models apply and often fail to capture the realities of smaller sporting economies.
External analysis
PESTEL Analysis
PESTEL offers a useful starting point for analysing the macro environment (Johnson et al., 2020), but its static and descriptive nature limits its ability to fully capture the fast‑changing and emotionally driven football ecosystem in Wales (Morrow, 2003)
Political: Governance by the FAW and funding distribution from UEFA has significantly shaped strategic opportunities. While these structures provide financial support and legitimacy, they simultaneously constrain clubs’ strategic autonomy due to regulatory dependency (UEFA, 2023).
Economic: Financial inequalities remains one of the most critical structural challenges. Compared to elite European leagues, Welsh clubs operate with substantially lower revenues (Deloitte, 2025) reinforcing a persistent competitive imbalance that undermines Porter’s assumption of relatively equal industry participants (Porter, 2008). The result is a cycle where limited resources restrict on‑field success, while in turn constrains commercial growth.
Social: A key demand side issue is the cultural preference for English Football Clubs, which reflects global fan engagement patterns and has measurable demographic effects on smaller league engagement (UEFA, 2023) (Serrano, 2023)This weakens domestic league engagement and reduces matchday and broadcasting revenue. However local identity and community affiliation remain valuable assets. Clubs can leverage this emotional connection as a point of differentiation, though it may not fully offset the dominance of global brands like the Premier League and LaLiga (Deloitte, 2025)
Technological: The rise of digital streaming platforms has expanded access to global audiences and reduced traditional broadcasting barriers, creating both opportunities and tensions within football consumption (PWC, 2023). Despite this, Welsh clubs struggle to effectively monetise digital engagement with limited broadcaster partnerships (e.g., S4C) due to the small scale of the domestic media market.
Environmental: Increasing sustainability regulations are placing additional cost pressures on clubs, yet proactive environmental strategies can enhance brand image and attract socially conscious stakeholders. (Samuel, et al., 2025) show how Forest Green Rovers are an excellent example of this.
Legal: Financial regulations such as UEFA financial fair play aim to promote long‑term stability. While beneficial in preventing financial mismanagement, they can also restrict aggressive investment strategies, limiting the ability of smaller clubs to rapidly scale (UEFA, 2023)
Porter’s Five Forces
Porter’s Five Forces model (Porter, 2008)) provides insight into industry structure but has limitations in the semi‑professional football context where profit maximisation is not always the primary objective, as noted in strategic management research.
Rivalry: Competitive rivalry is relatively high in sporting terms, yet limited revenues often reduce the commercial intensity typically associated with high rivalry industries.
Suppliers (Players): Players hold significant bargaining power due to high mobility and short career spans, with talent frequently moving to more lucrative leagues — a trend verified in competitive labor mobility analyses across European football ( (Serrano, 2023).
Buyers (Fans): Fan power is extremely high. Supporters can easily switch attention to alternative products, particularly English leagues, increasing pressure on Welsh clubs to deliver both entertainment and value — a dynamic also documented in broader football industry studies (Morrow, 2003).
Threat of Substitutes: This is critically high, with English football acting as a dominant substitute. The global visibility and resources of leagues like the Premier League significantly reduce demand for domestic competition (Deloitte, 2025)
New Entrants: Entry barriers remain theoretically low but are practically restricted by regulatory requirements and financial constraints.
Overall, Porter’s model underestimates the emotional, cultural, and community driven nature of football consumption, meaning that economic interpretations alone provide only a partial explanation of industry dynamics
Key Economic Trends
Growing financial polarisation in football
One of the most significant economic trends shaping Welsh football is the increasing financial polarisation across the global game. Elite leagues, particularly the Premier League, generate substantially higher revenues through broadcasting rights, sponsorships, and global fanbases, dwarfing income streams available in smaller leagues. As a result, Welsh clubs face structural disadvantages in attracting talent, investment, and commercial partnerships. This reinforces competitive imbalance and reduces opportunities for financial progress.
Increased reliance on UEFA distributions
Due to limited domestic revenue streams, Welsh clubs have become increasingly dependent on financial distributions from UEFA. Income from competitions such as the Champions League and Europa Conference League represents a crucial source of funding, but this reliance introduces financial instability due to uncertain annual qualification (UEFA, 2026)
Digital transformation of sports consumption
The rapid growth of digital platforms has transformed how fans consume football. Streaming services, social media, and on‑demand content have made global football more accessible than ever, but also intensify competition for attention. Welsh clubs often lack the scale and commercial expertise to convert online engagement into meaningful revenue (PWC, 2023)
Internal Analysis
Resource Based View (RBV)
The Resource Based View (RBV) suggests that competitive advantage stems from valuable, rare, inimitable and non‑substitutable resources (Barney, 1991) (Grant, 1991). However, its applicability within Welsh Football is limited by structural resource constraints, particularly financial capital.
Welsh clubs lack the financial resources required to consistently compete at higher levels, restricting their ability to acquire and retain key assets. Despite this, they have important intangible resources. Youth development systems remain a key strength, producing talented players who can progress to higher leagues.
Access to UEFA competitions provides financial rewards and visibility. However, inconsistent qualification reduces its reliability as a sustained advantage ( (UEFA, 2026)
National identity is another significant resource, creating strong community ties and differentiation aligning with RBV’s inimitability criteria, yet remaining underutilised commercially.
Overall, Welsh football possesses strategically relevant resources, but their limited monetisation reduces their overall impact, highlighting a key limitation of RBV 
Value Chain Analysis
Porter’s Value Chain Analysis highlights inefficiencies, but due to its assumption of scalable business processes, its relevance to semi‑professional football operations is limited (Morrow, 2003)
Primary activities such as matchday revenue and sponsorship are constrained by low commercial scale, limiting income generation. This restricts reinvestment across the club.
Marketing relies heavily on low‑cost digital platforms. While effective for engagement, these channels generate limited revenue, exposing a gap between visibility and monetisation.
Operations are affected by the semi‑professional structure, leading to inconsistent performance and limited organisational efficiency.
SWOT/TOWS (Strategic Synthesis)
A SWOT analysis identifies internal strengths and weaknesses alongside external opportunities and threats. For Welsh football, strengths include strong youth development, access to UEFA competitions, and a distinct national identity. Weaknesses involve limited financial capital, semi‑professional operations, and underdeveloped marketing. Opportunities arise from digital platforms and community engagement, while threats include the dominance of English leagues and revenue disparities documented across European football economics (Deloitte, 2025).
SO (Strength Opportunity): Clubs can leverage UEFA access and national identity to enhance international visibility, attract sponsorship, and promote youth talent.
WO (Weakness Opportunity): Financial and marketing limitations can be mitigated through digital channels, using streaming platforms to engage wider audiences.
ST (Strength Threat): Community identity and local loyalty can counter external threats by fostering a dedicated fanbase, differentiating Welsh clubs culturally.
WT (Weakness Threat): Clubs should diversify revenue sources, combining merchandising, digital content monetisation, and partnerships to reduce financial vulnerability and improve resilience.
TOWS translates SWOT insights into practical strategies, balancing growth opportunities with risk mitigation. Implementation remains critical, especially within resource‑constrained clubs, to ensure that internal capabilities are effectively leveraged against external pressures.
Strategy Formulation & Competitive Positioning
Current Strategy
Welsh football has traditionally followed a focused low-cost strategy emphasising operational efficiency and cost control over ambitious growth. While this approach allows clubs to remain financially stable, it limits opportunities for market expansion and revenue diversification (Morrow, 2003). Recognising these constraints, Welsh football is gradually moving toward a hybrid strategy that balances cost-consciousness with selective investment in growth initiatives. Key examples include digital broadcasting agreements and youth talent development programs, which not only enhance visibility but also build long-term competitive capabilities (UEFA, 2022).
This hybrid approach enables clubs to maintain financial discipline while exploring incremental avenues for revenue and performance improvement, aligning with the constraints of semi-professional operations in smaller football economies (Serrano, 2023)
Ansoff Matrix
Applying the Ansoff Matrix highlights both the opportunities and limitations of current strategic thinking (Peterdy, 2022)
Market Penetration: Growth through ticket sales or local sponsorships is constrained by the limited domestic audience and cultural preference for English clubs,
Market Development: International streaming platforms offer potential to attract overseas fans, particularly in regions with Welsh diaspora connections.
Product Development: Enhancing fan experience through digital engagement, gamification, or stadium amenities remains largely underexplored. This could differentiate clubs without requiring heavy capital investment. 
· Diversification: Alternative revenue streams such as merchandising, esports tournaments, or branded content are critical for long-term sustainability. These strategies require innovative, low-cost approaches, reflecting the financial limitations of most Welsh clubs. 
A key insight is that traditional growth models often assume significant capital availability, which most Welsh clubs lack, making creativity and strategic partnerships essential for incremental, sustainable growth.
Mergers, Acquisitions, and Partnerships
Given limited financial resources, mergers and acquisitions are not a primary avenue for expansion. Instead, strategic alliances and partnerships provide more viable opportunities .
Player Development Partnerships: Collaborating with larger clubs or academies strengthens talent pipelines while sharing operational costs. 
Sponsorship Collaborations: Partnerships with local or international brands provide incremental revenue and brand exposure without heavy upfront investment. 
Shared Digital Platforms: Joint streaming and content initiatives can amplify reach, reduce costs, and monetise international audiences. 
These partnerships align with the hybrid strategy, enabling clubs to expand influence and competitiveness without overextending financially.
Sustainability & Strategic Recommendations
Critical Evaluation of Sustainability

Sustainability in Welsh football is primarily economic rather than environmental, focusing on survival rather than innovation (Smith, 2023)Environmental strategies are emerging but remain largely symbolic, reflecting broader constraints of small football economies (Samuel, et al., 2025)
Strategic Recommendations
1. Digital Revenue Model Development: Invest in monetised streaming platforms and digital content channels to reach international audiences and monetise fan engagement.
2. Talent Monetisation Strategy: Position the league as a “development league” feeding larger markets, leveraging youth systems to generate transfer revenues and establish brand credibility.
3. Sustainable Operations: Adopt low-cost environmental initiatives—such as energy efficiency, recycling, or community projects—to enhance brand image and appeal to socially conscious stakeholders (Smith, 2023)
4. Strategic Internationalisation: Target niche international markets and diaspora communities to increase global visibility, sponsorship appeal, and fan engagement (Deloitte, 2025). 
These recommendations recognise structural limitations while leveraging the league’s unique assets: youth development, community identity, and European competition access. They emphasise incremental, low-risk growth rather than direct competition with elite leagues, which is unlikely to be sustainable.
Conclusion
Welsh domestic football faces significant structural and competitive challenges. Traditional strategic frameworks provide valuable insights, but their limitations highlight the need for contextual adaptation in semi-professional sporting contexts. Sustainable competitive advantage lies not in competing directly with elite leagues, but in leveraging unique assets such as youth development, community identity, and UEFA competition participation.
Strategic management within this environment requires innovation, adaptability, and a long-term sustainability focus, combining digital engagement, talent development, and internationalisation to create incremental but meaningful competitive advantage 
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