Managing and leading sports organisation
Report-Case Study
This assignment will examine the importance of organisational strategy when managing and leading sports organisations. It will highlight how the key strategic aims that play a key role in multiple decisions that a sporting organisation will make and the importance of leadership in the sports industry's plan implementation, personnel management, and response to both internal and external difficulties.
Part 1
When reviewing strategic planning, it is important to look at both internal and external analysis as it allows the organisation to know where they stand before planning their next actions. 
Internal analysis focuses on the organisation's resources and capabilities. One of the tools used when doing internal analysis is VRIO model that was developed by Barney (1991), which analyses whether the resources are valuable, rare, imitable and organised to capable value. (Barney, 1991). If an organisation matches these criteria, it can gain a competitive advantage by having a product or resource that has brand exposure, high level of employees and high quality technology skills that is unique and adds value, which makes it difficult for organisations to compete with (Grant, 2022). Another tool is the Porter Value Chain (1985), which is used to split tasks into primary activities such as operations, marketing and logistics and support activities such as technology development and human resource management. Jurevicius (2023) states that this allows organisations to reduce costs and improve differentiation by identifying the key activities that improve customer costs and identify the inefficiencies in the organisation.  
External analysis is based on the environment outside of the organisation. Pestle analysis can used to examine the factors effecting the organisation by identifying trends and future challenges and opportunities. It is broken down into political factors such as government policies, economic factors such as inflation and interest rates, social factors such as lifestyles and demographics, technological factors such as innovation, legal factors such as laws and regulations and environmental factors such as suitability (Peterdy, 2022). Porter’s five forces model (1980) allows the organisation to assess the competitors in the industry. The five forces are the threats of new competitors, the bargaining power of buyers, the bargaining power of suppliers, the threat of substitute products or services, and the level of rivalry among existing competitors. It becomes more difficult for organisation to be profitable if these forces are strong (Porter, 1980).
Once completing an internal and external analysis of the organisation, it is important for the organisation to have a clear strategic direction. A key component of an established strategic direction is for the organisation to have a clear vision and value of the organisation. A good example of an organisation with a clear vision and value of their product is Manchester City, who invested heavily both on with an elite level squad and off the pitch with investment from Abu Dubai United Group and elite level facilities, allowing them to reach their goal of being a dominant force in world football (Jiao, 2025; Grant, 2022). One of the main components of a clear strategic direction is having specific objectives that link to the organisation's targets. Johnson, Scholes and Whittington (2017) states that analysing the strengths, weaknesses, threats and opportunities (SWOT) of the organisation gives a clear understanding of what the organisations targets are, while having objectives that are specific, measurable, achievable, relevant and time-bound (SMART) allows the vision to translated more effectively to allow the organisation to achieve their targets (Kaplan and Norton, 1996).
Strategic implementation is when the plans translate into clear steps that allows the organisation to achieve their realistic goals (Mintzberg, 1987). Making sure the strategy aligns with the organisation aims is important to reduce efficiency and poor communication (Johnson, Scholes and Whittington, 2017). A key component for this to be achieved is a clear allocation of resources, this includes a clear guidance of financial resources, human assets and technological resources that align with the aims and objectives (Barney, 1991). Leadership is important in making sure the leaders are aligned with the strategic direction, allowing the rest of the organisation to be aligned to support the new goals, with transformational style of leadership being most effective in driving a new direction (Kotter,1996). Another key component in implementing the strategic direction is managing performance through Key performance indicators (KPIs) and using a balanced scorecard approach, which allows the organisation to have a clear understanding of strategic and performance progress (Kaplan and Norton, 1992).
Adapting to change can be the hardest part of a new strategic plan, with Kotter (1996) creating an 8-step process that allows organisation to have a clear approach in implementing a new strategy. At the early stages of the framework, Kotter (1996) states that is important to create a sense of urgency in the organisation which encourages the stakeholders to support the implementation and build coalitions of key leaders and managers to ensure momentum is not lost during the change and everyone in the organisation is aligned with the goals. Building a vision is the next step in the process to help employees understand where the organisation is heading and this will lead an effective communication of the vision to the whole organisation. An important step of the Kotter (1996) process is removing any barriers for employees to achieve the goals and can be done by extra training and providing any additional resources needed, with the aim of achieving small term wins to demonstrate that the success and therefore motivate employees to continue their efforts in achieving these goals. The final stages of the Kotter (1996) process are to continue to improve and develop their strategy to maintain the momentum and make sure that the change is sustainable in the organisation's environment. Although frameworks like Kotter’s eight-step model provide organised methods for managing change, it important for organisations to flexible and adaptable to guarantee successful strategic goals, as the framework might be as effective in some environments compared to others due to differences in employment, culture or resources. 
Part 2
The FAW 2021-2026 strategic plan for Welsh football highlights the positives and negatives of the current state of football in Wales and clearly highlights the plan going forward for the growth of football in Wales to continue. The FAW vision is to make football in Wales more accessible, inclusive and successful, with a plan of making Wales one of the leading footballing nations (FAW, 2021).
When reviewing the strategy, it was clear to see that the organisation had done an internal analysis on the current state of the organisation. One of the main components was the FAW plan to build on current success of the organisation, which included qualifying for back-to-back European championships after 50 years and hosting a major footballing event such as the champions league final in 2017 (FAW, 2021). When doing an internal analysis, it is important to analyse the resources available in the organisation and using the VRIO tool from Barney (1991). The FAW valuable resources include national team success with the team being competitive in major competitions which can lead to an increase in revenue from sponsorship and ticket sales, with a report from FAW (2026) stating a gross profit of £27.7million which came from prize money from competitions and increased attendances at both men’s and women’s games. However, this could be a potential risk with success not always being sustainable as many factors can affect the outcome such as injuries or high turnover of players, with a report from Barry (2026) stating that the FAW missed on around £1million revenue from not qualifying for the 2026 world cup. When looking at the organisation, the resources that are rare and therefore difficult for competitors to imitate is the pride of the nation, which gives the organisation an identity that gives the FAW a competitive advantage compared to other nations. One of the inimitable resources which is vital for the FAW is the history of the organisation, with the European championship campaign in 2016 being a critical success in the history of Welsh football as the highest ever finish in a major tournament (UEFA,2016) and led to 200,000 people celebrating their success in Cardiff when the players returned (ESPN, 2016). According to Barney (1991), historical moments are key resources for an organisation to use when competing with other competitors and difficult to imitate. When looking at the organisation, FAW align their resources to their goals in the strategic plan with clear goals that are sustainable in the timeframe, which is important for the organised element of the VIRO framework as it identifies whether the organisation has the correction foundations to gain full advantage of their resources (Barney, 1991). 
[bookmark: _Int_IErsbvo7]When looking at the external analysis in the organisation, FAW clearly recognise the challenges they face from external environment in the strategic plan. FAW does not present a PESTLE model in the strategic plan, it identifies the factors that need to be considered for the organisation to succeed. When looking at some of the FAW six strategic goals, they have an emphasis on being aligned with the Welsh government and Sport Wales with the goals ‘Inspirational and fit-for-future facilities’ and ‘A sustainable association for the future’ by contributing a happier and more healthier Wales (FAW, 2021). When looking at the economic factors, the FAW see football as economic asset to the organisation, with a report from UEFA (2022) stated that football generates £553 million each year utilising the model from UEFA called the UEFA Grow social return on investment. However, on the strategic plan there is a lack of information on key economic factors such as tournament revenue and no competitor analysis, with the English leagues dominating Welsh football with the top Welsh teams competing in the English leagues due to financial power and global dominance in the English top leagues (Szymanski, 2010). The FAW also look to have a strong focus on the social factors, with a big emphasis on growing the women’s game and making football inclusive and accessible for all. It is important for FAW to have a strong focus on the women’s game for both social and economic factors, as the interest in the women’s game is growing and leading to more growth in participation and commercial investment (FIFA, 2023). This can be crucial for the FAW as an organisation to keep up with their competitors by building a strong women’s sector to equally support the growth of the men’s sector. Technology factors are a factor that is not discussed in detail in the strategic plan, which could lead to threats externally such as streaming platforms that could potentially lead to economic threats as less people will be going to games and instead streaming from home (Fenton et al., 2021). However, does state in one of their goals ‘A diverse, skilled and engaged football family’ that they will look to provide a digital and innovative learning approach and using data analysis to develop player and coach development, which is important in current environment (FAW, 2021). Legal factors include clear awarenesses of safeguarding responsibilities, which a key in the organisation's environment. However, has a lack of risk assessment or discussion of laws and regulations that are used. The environmental factors discussed in the strategic plan is about the facilities that are provided in Wales, with the FAW looking to improve facilities for both the professional and community, with a quote from the plan stating ‘Thinking long term by investing in environmentally sustainable facilities’ and ‘Developing high standard facilities that meet national team needs and FIFA / UEFA competition requirements’ (FAW, 2021). This is important for the organisation to reach their goals in both social factors with getting more people involved and give the professional athletes the facilities to be more successful.
When looking at the strategic plan from the FAW, there is a clear strategic direction which is to become a leading football nation from grassroots to elite level by making football inclusive, accessible, and successful (FAW, 2021). The FAW direction is built around 6 key objectives which includes having both men’s and women’s teams competing in major tournaments, expansion of the women’s sector, improvement on facilities and infrastructure, an improved pathway development and organisation sustainability. The FAW strategic direction is good because it has clear objectives and targets such as winning the bid for the men’s world cup in 2030 and having 20,000 registered women’s players by 2026 (FAW, 2021). This demonstrate the SMART principles by being specific, measurable, achievable, relevant and time-bound, which is useful for organisations to create realistic targets that matches the vision set (Johnson, Scholes and Whittington, 2017). Another positive about the FAW strategic direction is a key emphasis on inclusion and diversity with the growth of the women’s sector and community engagement, which is becoming a growing topic in current society which aligns with Sports-for-Development literature that states that social inclusion is key in any sport policy (Coalter, 2013). Another strength of the FAW strategic direction is their approach to connect grassroots football, elite pathways and infrastructure together. This reflects a system theory approach in sports development that is aligned with a review from Bailey et al. (2010), who states that success is more likely to occur from integrated subsystems rather than discrete programs, which is necessary for sustainable sport development across participation and performance pipelines. FAW have plans to improve their infrastructure with a target of an increase in performance levels by developing their facilities. This aligns to a sport development pyramid model, with organisations seeking success investing in foundations such as pathway development, facilities and coaching which allows the organisation to retain elite level players and progression further (Green, 2005). When reviewing the strategic direction, there are also potential limitations and issues that the FAW could face when trying to hit their objectives. One of the potential limitations is a heavy focus on a linear style of development, where the FAW are assuming that increasing participation levels in the game will lead to a better elite level performance in the country based on their objectives. However, a study from De Bosscher et al. (2008) argues that an improvement in elite level performance will come from investment in the elite programmes and improving talent identification pathways to allow more elite players to be recognised. Another potential issues with some of the FAW targets is the ambitious targets, especially the one where they want their men’s team to qualify for back-to-back major competitions (FAW, 2021). Wales currently suffer from many constraints compared to other nations, with Wales smaller population compared to big nations meaning they have smaller pool of elite level players (De Bosscher et al., 2006). Another issue is the competition with the English Football system, with a study from Andrews (2013) stating that Welsh football is dominated by the English football system due to their ability to absorb talent, media coverage and commercial opportunities from smaller nations. 
When reviewing the FAW approach to implementing the strategy, it is important to refer to the process by Mintzberg (1987), where the strategic objectives are implemented into a clear model that allows the organisation to achieve their objectives. FAW operated a clear and planned pathway with clear strategic pillars, key performance indicators and investment in personnel development, digital systems and insight (FAW, 2021), which reflects a deliberate strategy approach. According to Mintzberg (1987), a deliberate strategy approach is most effective when the organisation operates in a stable environment with clear long-term goals, which the FAW have clear objectives such as improving facilities, increasing participation levels to 120,000 registered players and growing the women’s sector (FAW, 2021). A strength of the FAW’s implementation model is their alignment between their objectives, with successful implementation requiring cohesion between the vision, system, people involved and the processes (Kaplan and Norton, 1992). A potential limitation for the FAW implementation model is their multi stakeholder system, with the structure of Welsh football environment involving clubs, schools, volunteers, regional academies and coaches. This can lead to implementation issues as the FAW rely on stakeholder cooperation and alignment as the they are not directly in control of the sectors of Welsh football, which is consistent with a stakeholder theory by Freeman (1984). This is a common issue in major sport governing bodies, where there is a less focus on central planning and more focus on network governance for success to be achieved (Parent and Hoye, 2018). When analysing the FAW’s plan, there is clear evidence of change management with the FAW using aspects of the Kotter’s 8-step change model. It creates a rationale for the transformation, with the plan having a clear focus on increasing international success and growing the women’s sector. The FAW have a clear vision for the plan with a clear strategic narrative like “Our Wales | Ein Cymru” (FAW, 2021), with Kotter (1996) stating that having a clear vision makes it easier for members of the organisation to be aligned with the change. There is evidence of clear communication of the change in the plan, with the FAW engagement across the local communities and clear involvement from all stakeholders (FAW, 2021). The FAW also shows that they are embedding the change, with clear KPI’s to achieve their goals and incorporating governance systems, which aligns with the final stage of Kotter’s 8-step change model where the change becomes part of the organisation culture (Kotter, 1996). One of the issues with change in an organisation is a potential resistance to change due to tradition or power from hierarchies, with Cunningham (2013) stating that sport organisation experiencing cultural resistance when introducing diversity change and governance reforms. 
To conclude, The FAW strategic plan has a modern and organised approach to strategic management with a clear long-term vision on infrastructural development, elite success, inclusivity, participation growth, and organisational sustainability. The strategy incorporates modern ideas with measurable objectives, data-driven performance management and official governance systems. Overall, the FAW strategic plan is an ambitious and well-organised framework that reflects good practise within an established sport governance. 
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