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Strategic planning has become prevalent also in the sports sector in nonprofit sports
organizations. The strategy process of a nonprofit sports organization has previ-
ously been studied only in the context of national federations, even though the local
sports clubs are the main providers of physical activities in many countries. This
research points out that the strategy process of a nonprofit sports organization does
not differ based on the type of the association but rather than the resources and
situation of an organization. This research also examines the special relationship
between a federation and a member sports club in each other’s strategy process.
There seems to be great potential for these organizations to utilize each other’s
strategic planning, but so far that has not happened. Additionally, this study intro-
duces a parent company — subsidiary concept of procedural justice in the context of
nonprofit sports organizations. The results of this study indicate that a high level
procedural justice has a positive impact on the strategy process of an organization.
This research is the first to discuss the strategy process of nonprofit sports organi-
zations regarding sports clubs and the results of this study will serve as stepping
stone for much detailed research into the relationship of a federation and a member

sports club.
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Strategian tekemisesta on tullut valtavirtaa myo6s voittoa tavoittelemattomien urhei-
luorganisaatioiden parissa. Urheiluorganisaation strategiaprosessia on aikaisem-
min tutkittu vain lajilittojen osalta, vaikka urheiluseurat ovat tarkeimpia liikunnan ja
urheilun tuottajia monissa maissa. Taman tutkimuksen perusteella urheiluorgani-
saation strategiaprosessi ei ole riippuvainen urheiluorganisaatiotyypista, vaan en-
nemminkin organisaation tilanteesta ja kaytdssa olevista resursseista. Tama tutki-
mus tarkastelee myos lajiliiton ja jasenseuran valista erityistd suhdetta toistensa
strategiaprosessissa. Tutkimuksen perusteella nayttaa silta, etta lajiliiton ja jasen-
seuran valilla on paljon potentiaalia hyodyntaa toisiaan strategiaprosessissa, mutta
toistaiseksi tata potentiaalia ei ole hyodynnetty. Lisaksi tama tutkimus tuo urheiluor-
ganisaatioiden maailmaan emoyhtio — tytaryhtido —suhteessa kaytetyn kasitteen me-
nettelytapojen oikeudenmukaisuus (englanniksi procedural justice). Taman tutki-
muksen tulokset viittaavat siihen, etta korkea menettelytapojen oikeudenmukaisuus
—arvo vaikuttaa strategiaprosessiin positiivisesti. Tama tutkimus on ensimmainen,
joka kasittelee strategiaprosessia urheiluseuratasolla ja tutkimuksen tulokset mah-
dollistavat jatkossa yksityiskohtaisemmat tutkimukset lajiliton ja jasenseuran vali-

seen suhteeseen.
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1. INTRODUCTION

1.1. Research background

A well-planned strategy serves as a map that connects an organization with its mis-
sion and vision. It concludes all the factors that help an organization realize its re-
sources, goals and vision (Heikkala et al., 2014). A strategy process includes all the
necessary procedures and actions taken by the organization in order to create a
strategy that serves its purpose and helps the organization reach its goals by con-

necting its resources with its vision (Mara, 2000).

Strategy is not a new concept and strategic planning has been studied closely in the
for-profit sector since the 1970s (Porter, 1996). In the 1980s, strategy and strategic
planning caught the attention of sports organization researchers and ever since the
concepts have been studied around the world, especially in Canada (eg. Slack &
Hinings, 1987; Kikulis et al. 1995; Thibault et al. 1993; Thibault & Babiak, 2005) and
the UK (e.g. O’Brien & Slack, 2003; O’Brien & Slack, 2004; Nichols et al., 2005).

Sports and physical education in Finland and other Nordic countries rely heavily on
voluntary, third sector sports organizations (Makinen, 2010). Voluntary sports clubs
are the corner stone of the Finnish sports and physical education culture and the
role of sports clubs in moving the citizens is emphasized even on national level
(Finnish Olympic Committee, 2017a). National level organizations and the Finnish
government expect sports clubs to fill-in services that they cannot produce them-
selves, which creates a need for sports clubs to develop strategies to fulfill those
expectations. Also, the professionalization of amateur sports organization and lo-
calization of sports creates a need for strategic planning (Heikkala, 2005, 49). A
bigger shift in volunteerism and civil society creates pressure on volunteer organi-
zations to evaluate their resources and goals and adjust to the changes by creating
new strategies (Elo, 2010). Globalization, changes in working life and employment,
and the rise of passive lifestyle all create challenges and opportunities for sports
organizations (Koski, 2009, 9-13).



National sports associations’ and federations’ job is to further the visibility of their
sport and its circumstances, act as a representative of the sport on national and
international level and work as a platform for individual actors of that sport, such as
local sports clubs or athletes, to come together. A sports club’s role is to create
individual athletes and hobbyists an opportunity to participate in the sport (Koski &
Heikkala, 1998, 15-16). Both federations and sports clubs need their own strategies
to fulfill their mission, reach their goals and serve their purpose in society. This thesis
focuses on the strategy process of nonprofit sports organizations and uses a case
example of a federation and two of its member sports clubs to examine the strategy
process of a NSO. This study aims at finding out what kind of similarities and differ-
ences exist in the strategy processes of these two kinds of nonprofit sports organi-

zations and if their strategy processes follow existing literature frameworks.

This study also looks at the relationship between a federation and a member club
in each other’s strategy processes, a theme that has not been studied by research-
ers within the sports sector. The aim of this study is to identify the role of a federation
and a member club in each other’s strategy processes and any special features,
challenges and opportunities that can arise in this special relationship. The role of
these two organizations in each other’s strategy process is also evaluated through
the concept of procedural justice, a concept previously studied in the strategy pro-
cess of a parent company and a subsidiary. Because two of the case organizations
had simultaneous strategy processes, the impact of that is also discussed. Frame-
works and concepts are drawn also from the field of for-profit organizations and are

tested and modified to fit the field of nonprofit sports organizations.

This study was inspired by the simultaneous strategy processes of two of the case
organizations and the author’s interest and employment in the sports sector. Au-
thor’s bachelor thesis was on “Brand building in a nonprofit organization” and this
thesis is a logical continuum on furthering the understanding of nonprofit organiza-
tions and especially, sports organizations. This study hopes to provide much
needed information in the special relationship between a federation and a member

sports club.
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1.2. Research context

When it comes to the organization of sports and physical activity in Finland, at the
core of that are volunteer-based organizations. It is stated in the law of physical
education that the main responsibility to produce organized sports is on local sports
clubs. Municipalities are responsible for providing facilities and sports clubs produce
the actual training (Koski & Heikkala, 1998).

In Finland, the sports sector as a whole consists of private, public and third sector
organizations. The role of civic sports organizations is significant and the most com-
mon sports organization is a sport club (ltkonen & Salmikangas, 2015). There are
75 sports federations and around 6000-8000 sports clubs in Finland. Approximately
40-50% of Finnish children and adolescents participate in sports organized by
sports clubs (Iltkonen & Samikangas, 2015; Fasandoz, 2016). Other nonprofit sports
organizations include regional sports organizations (e.g. Keski-Suomen Liikunta ry),
specific cliental organizations (e.g. Finnish Student Sports Federation) and parent

organizations (e.g. The Finnish Olympic Committee) (Valo, 2017).

The Finnish Olympic Committee is the parent organization for all sports federations
and starting from January 2017 it is the only parent organization for sports and phys-
ical education in Finland (The Finnish Olympic Committee, 2017a). Its’ mission is to
get all Finns to move more, help local organizations in their work of moving citizens,
and also produce quality athletes and world-class sports in Finland (The Finnish
Olympic Committee, 2017b). National federations are members of the national
Olympic Committee and sports clubs then again members of federations. This the-
sis focuses on sports clubs and federations, so next these two organization types

are explained further.

1.21. National sports federations

A sports federation (sometimes called an association) consists of independent
member organizations and acts as a cohesion ground for them (Heikkala, 2005, 40).

In the sports sector, national and international sports federations are responsible for
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the operation, development, rules and regulations of their sport (Suomen urheilun
eettinen keskus SUEK ry, 2017). The first comprehensive study of sports federa-
tions in Finland was conducted by Koski and Heikkala in 1998. Their study was the
first to really look at sports federations in much detail, both their organizational struc-
ture and their environment. The oldest sports federations in Finland are over a hun-
dred years old and the youngest have been founded in the last few years. As new
sports develop or old federations split into two, the number of sports federations
rises all the time. Because of this, sports federations cannot be classified to all be
alike. Instead, they differ based on their size, age and position on the organizational
life-cycle (Koski & Heikkala, 1998, 20).

Sports organizations can be classified based on their bureaucracy or position on the
organization life-cycle model. The model has four phases that are enthusiasm, col-
lectivity, formalization, and regeneration or decline. The model describes the aver-
age trajectory of a volunteer organization based on their driving forces, resources
and level of bureaucracy (Koski & Heikkala, 1998, 20). Kikulis et al. (1992) have
created a life-cycle model specific to sports federations (or similar sports governing
organizations). Based on a wide literature review of Canadian sports organizations,
three different institutionally specific archetypes for NSOs were identified. These are
the Kitchen Table, the Boardroom and the Executive Office. Each holds different
organizational values and structure, and the archetypes are useful in deciding the
strategy process of the organization (Kikulis et al., 1992). A conclusive table of the

archetypes is found in appendix 1.

In short, the Kitchen Table organization is a private, volunteer organization focusing
on members with few rules and little planning and decision-making done by few key
volunteers. Most new federations and smaller sports clubs can be defined as this
archetype (Hinings & Slack, 1987). A Boardroom organization is more organized
than the Kitchen Table with formal roles within the organization, rules, and central-
ized decision-making (by the board of the organization). The main difference to the
Kitchen Table is that funding comes from public agencies in addition to member
fees and fundraising. An Executive Office organization’s focus is shifted from private

to public, which means the organization must answer broader, public demands,
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such as winning Olympic medals or creating professional, high performance sports.
Professionals lead the organizational planning processes and the role of volunteers
is to solely implement plans and strategies on national and regional level (Kikulis et
al. 1992). To summarize, Kitchen Table organizations are volunteer based and less
formal. The focus shifts from volunteerism to include some professionals, formality
and centralized decision-making in Boardroom organizations, and ends in Executive
Office organizations where volunteerism is only a supporting function to profession-

alism.

In general, in Finland bigger sports federations operate as Executive Offices,
smaller federations and bigger sports clubs as Boardroom and smaller sports clubs
and new federations as Kitchen Table. The archetypes have been studied by Koski
(1994) in Finland, and his findings support the Canadian studies. These archetypes
present the organizational structure of federations quite accurately and can be used
to describe federations in Finland as well. The structure of sports organizations has
been studied widely by other researchers, especially in Canada (e.g. Chelladurai &
Haggerty, 1991; Thibault et al., 1991; Danylchuk & Chelladurai, 1999; Cunningham
& Rivera, 2001), but also in the UK (e.g. Theodoraki & Henry, 1994) and Australia
(e.g. Smith, 2004).

Depending on the author, sports organizations can be referred to as sport governing
bodies, sport providing entities, sport event organizations, international sports fed-
erations, and national or international Olympic Committees (Gomez et al., 2008).
Especially organization theory researchers have studied sport governing bodies,
such as national federations, within the concept of organizational change (e.g. Slack
& Hinings, 1987, 1992, 1994; Kikulis, 2000; Kikulis & Slack, 1995; Mason & Slack,
2001; Thibault & Babiak, 2005). The effectiveness of sports organizations, such as
goal setting and performance to reach those goals, has been widely researched
(e.g. Frisby, 1986; Cairns, 1987; Thibault et al., 1999; Hoye & Cuskelly, 2003; De
Knop et al., 2004).
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In Finland, limited studies have been done on sports federations. Some of the es-
sential research include the overview study of sports organizations (Koski & Heik-
kala, 1998), sociology of sports (Koski, 2015), development of national sports poli-
cies (Koski & Lamsa, 2015) and development of the entire voluntary sports sector
(Itkonen et al., 2000). More studies focus on the activity level of citizens and only
lightly touch on sports organizations as the providers of physical activity (e.g. Heik-
kala et al., 2014; Oja et al., 2014; Hamari et al., 2017).

1.2.2. Sports clubs

In Finland, sports clubs are often classified by the number of sports they offer. A
club focusing on one or two sports is called a differentiated sports club and a club
focusing on multiple sports is called a multi-sports club (Heinila & Koski, 1991, 15).
Since the 1980’s the number of differentiated sport clubs has risen largely and the
average size of the clubs has simultaneously become smaller. Nowadays there are

approximately 6000-8000 sports clubs in Finland (ltkonen & Salmikangas, 2015).

Heinila & Koski. (1991, 16) have created a framework that classifies sports clubs
into four categories based on their engagement in performance and competition
(from high to low) and their level of specification in one sport or multiple sports.
Itkonen & Salmikangas (2015) continue on that idea and present a model that di-
vides sports clubs into two categories based on their orientation: sport- and perfor-
mance oriented or socio-culturally oriented clubs. These can then again be divided
into smaller groups, based on such as their level of professionalism (such as pro-
fessional hockey clubs), level of competition or hobby orientation, region etc. The
main difference between the two groups is the purpose of sports: it’s either perfor-
mance and competition or leisure and sociocultural factors (ltkonen & Salmikangas,
2015). Most sports clubs in Finland do not value performance and competition ori-
entation over leisure and sociocultural factors even if they also offer competitive
sports (Koski, 2009, 39-41).
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Just as the number of federations has risen over the years due to the development
of new sports and the splitting of multiple-sport federations into single-sport federa-
tions, also the number of sports clubs has risen due to the same reasons. More than
70% of sports clubs in Finland are nowadays focused on one sport and the number
of multi-sports clubs has dropped significantly from the 20" century (Koski, 2009,
43). Most sports clubs are rather small, with less than 100 members. The size of
sports clubs has declined over time as members have left bigger, multi-sports clubs
and joined smaller, differentiated sports clubs (Koski, 2009, 51-52).

Sports clubs play an important and central role in producing physical education in
other European countries as well (Wolff von Amerongen, 1999, 7-8). Even though
there are differences between sports clubs and their role in society inside of Europe,
for the most parts sports clubs play an important role in society and historically, have
been in a central role in creating recreational activities in Europe. The number and
importance of voluntary sports clubs in Europe is a lot larger than for example in
North America, where schools are the primary producer of especially children’s and
adolescents’ physical activity. Also, the number of private businesses is higher in
North America than in Europe, even though the professionalization of sports clubs

is an emerging trend all over (Slack, 1999, 317-326).

In academic discussion, national sports organizations and governing sports bodies
have been significantly more popular subject of research than sports clubs. Some
research includes both federations and voluntary sports clubs (e.g. Hoye &
Cuskelly, 2003; De Knop et al., 2004, Thibault & Babiak, 2005). Especially in the
mecca of NSO research, Canada, very limited research has been done on sports
clubs (e.g. Kikulis et al., 1989; Slack & Kikulis, 1989; Amis & Slack, 1996). Around
the world, voluntary sports clubs have been studied for example in terms of com-
mercialization (Westby & Sack, 1976), professionalization (Drnulf, 2002; Qrnulf
2004) and organizational structure (e.g. Papadimitriou, 2002; Hoye & Cuskelly,
2003; Fahlén, 2006). These studies present some of the concurring themes sports
organizations face in their daily activities. For organizations to be able to respond to
these changes, the importance of strategic planning needs to be emphasized (Heik-
kala, 2005, 49).
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In Finland, there has been research on the organizational structure of a sports club
(e.g. Heinila & Koski, 1991; Koski, 2009), sports club as a social organization
(Heinila, 1986) and sports clubs as a part of society (Koski, 2010; Koski, 2012).
More research focuses on the participation in sports club activities (e.g. Kokko et
al., 2009; Kokko et al., 2015; Paakkari et al., 2017) than the actual sports club as

an organization, just as in the case of federations.

1.3. Research gaps in NSO strategy process

There are several research gaps within nonprofit sports organization strategy pro-
cess. Analysis of the research context shows that there are multiple studies on non-
profit sports organizations, especially on federations. There are very limited studies
on both federations and sports clubs together and solely on sports clubs, which
gives good reason to examine them more. Also, many studies on NSOs are con-
ducted in an environment that differs greatly that of this study. For example, the
Canadian sports sector, where multiple previous studies have been conducted, dif-
fers from Finland in terms of size, number of organizations, level of professionalism,
level of volunteerism etc (Slack, 1999, 317-326). Some studies on NSOs have been
conducted in Norway (e.g. @rnulf, 2002; @rnulf 2004) and Sweden (e.g. Fahlén,
2006) which share a similar environment to Finland. It is essential to test existing
NSO concepts in the Finnish sports sector to see if they are also applicable in the

special, civic society environment that Finland represents.

There are very few studies on NSO strategy in the context of federations (e.g. Thi-
bault et al., 1993; Thibault et al., 1994) and none in the context of sports clubs.
Because strategy research within nonprofit sports organizations is limited, concepts
used in nonprofit organization studies and for-profit sector are needed to create suf-
ficient theoretical standing ground for this study. Because these concepts and mod-
els haven't been tested in NSOs, this research provides much needed addition to
NSO strategy research. This thesis will look at the strategy process of both a feder-
ation and a sports club and will create a theoretical framework that analyses both
types of organizations’ strategy process and the role of these organizations in each

other’s strategy processes.
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Existing research from business setting shows that the parent company’s strategy
affects the strategy of a subsidiary (e.g. Ghertman, 1976; Taggart & Harding, 1998),
and because of the close nature of a federation and a member sports club, the af-
fluence of one organization’s strategy and strategy process on the other needs to
be studied in NSOs. Because there is not much research on the strategy of a NSO,
there has not been any research on the effect of a federation and member club on
each other’s strategy. By interviewing the chosen case organizations, this research
will analyze what the role of a federation and a member club in each other’s strategy

processes is, and if there are any specialties in the relationship.

One more important research gap is the concept of procedural justice, which has
been studied in the context of a parent firm and a subsidiary (e.g. Taggart, 1993;
Kim & Mauborgne, 1995). Procedural justice refers to the perceived fairness in de-
cision-making process (Kim & Mauborgne, 1991) and it can be evaluated through a
series of questions regarding different dimensions of the perceived communication
between a parent company and a subsidiary (Kim & Mauborgne, 1995). Because
the parent firm—subsidiary literature is the closest existing research concept appli-
cable to federation—-member organization environment, the relationship of these or-
ganizations can be evaluated through the concept of procedural justice. This re-
search will use this concept to evaluate how procedural justice plays a role in the
strategy process of a member and a federation, and will provide a new opening in
the field of NSO research.

1.4. Research questions

On-going changes in the environment nonprofit sports organization operate in and
changes in the structure of these organizations have created the need for NSOs to
start taking strategic operatives in order to stay competitive and alive. Professional-
ization of NSOs (Slack, 1999, 319-322), decline of voluntarism and shifts in the role
of civil society in general (Elo, 2010), the rise of the passive lifestyle (Koski, 2009,
9-13) and desertion of organized sports (Slack, 1999, 323-324) are examples of
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some of the challenges and opportunities NSOs face. With adequate strategic plan-
ning, organizations can exploit opportunities and avoid threats that their environ-
ment creates (Heikkala, 2005, 23-24).

Because of scarce existing literature on the strategy process of a NSO, this thesis
focuses on the process of strategy formulation in a NSO. To get a comprehensive
understanding of the NSO strategy process, case organizations present both a na-
tional federation and local sports clubs. The empirical part of the study verifies if
existing strategic planning frameworks from nonprofit organization and business

context work also in the field of NSOs.

This thesis aims at responding to the following research problem:

What is the nonprofit sports organization strategy process like and what is the role

of a federation and a member organization in each other’s processes?

The study will examine both federations and sports clubs. To deepen the under-
standing of NSO strategy process, the main research problem is broken down into

the following sub-questions:

1. What are the similarities and differences between a national sports federa-

tion’s and a local sports club’s strategy processes?

Because of the special relationship between a federation and a member organiza-
tion, the relationship’s impact on strategic planning is evaluated through two other

sub-questions:

2. How does a federation play a role in the strategy process of a member or-

ganization and vice versa?

3. What kind of role does the level of procedural justice between a federation
and a member sports club play in the strategic planning processes of these

organizations?
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1.5. Exclusions and limitations

All case organizations have gone through their strategy process successfully and
rather recently. However, the case organizations represent only one sport and are
all relatively new and small sports organizations. Therefore, their strategic needs
and strategy processes can differ of those of bigger sports and bigger organizations.
The research is limited to only three organizations and therefore the results of the
study cannot be generalized statistically. A quantitative research method could pro-
duce more significant results statistically, but because the topic has not been re-
searched much, a qualitative research method gives a better understanding and in-

depth explanation and description of the topic.

Nonprofit sports organizations differ greatly from for-profit organizations and other
nonprofit organizations (such as charities) and even though there are similarities in
their strategy components and the strategy process, the findings of this study cannot
be implied to other organizations than NSOs. Because of the lack of strategy re-
search in NSO sector and the special nature of NSOs, it is important to study the

strategy process just in the context of NSOs.

This research is limited to nonprofit sports organizations in Finland and due to the
special, civic nature of organizations in the Finnish sports sector, the findings cannot
be generalized to apply to sports organizations in other countries. The Nordic coun-
tries, especially Sweden, have similar type of civic organizational model (Lilius,

2003) so the findings of this study could be implemented there.

1.6. Methodology and structure of the study

To gain an insight into the strategy process of a NSO, this study is qualitative, mul-
tiple case study. The strategy process of each case NSO is analyzed and mirrored
against each other and against existing academic strategy frameworks to capture
differences and similarities in the processes and to gain an overall understanding of
the NSO strategy process. The special case setting of a federation and its member

organizations is also studied through interviews and the procedural justice concept.
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For the data collection, the leaders of each strategy process were interviewed. The
interviews were semi-structured and the interview questions were based on existing
nonprofit sport organization strategy literature. Additional information was gathered
from the organizations’ websites and the timelines for strategy processes were clar-

ified through email after the actual interviews.

This thesis consists of a literature review which acts as a base for the research
framework and empirical part of the study. In the literature review, existing strategy
and nonprofit sports organization studies are discussed. The strategy process of a
NSO is looked at from both external and internal viewpoints. Also, the special rela-
tionship of a federation and its member clubs is looked at in terms of strategy. Based
on reviewed literature, a framework for the study is formed at the end of chapter
two. The research design and methodology are introduced in chapter three along
with presentations of the case organizations. Fourth chapter includes the analysis
of case organizations’ strategy processes, results and findings. The last chapter
includes discussion and conclusions along with theoretical contributions, limitations

and further research.

1.7. Definitions of key terms

The key definitions used in this research are defined as follows:

Nonprofit organization (NPO) = A third sector organization that exists not to create
profit but to fulfill a mission. Third sector in Finland includes all nonprofit associations

and organizations that are not public or for-profit.

Nonprofit sports organization (NSO) = A third sector nonprofit organization that
operates in the area of sports. These include national and international federations
and associations, regional and local sports associations, national and local sports
clubs, specific cliental sports organizations, and parent sports organizations, like the

Olympic Committees.
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Sports federation = A national sports organization that acts as parent organization
for sports clubs practicing a certain sport. A federation is the representative of the
sport nationally and internationally and its mission is to support the member clubs,

promote the interest of member clubs and to lobby the sport forward.

Sports club = A local sports club for a certain or multiple sports. Usually a member

of their sport’s federation. Responsible for producing local sporting opportunities.

Strategy = A guide for an organization actualize its mission and reach its goals with
the resources it has. Often a written document that has written down the vision and

goals of an organization, its mission, and ways to achieve those goals.

Strategy process = The process in which the strategy is composed, executed and
evaluated. Varies from organization to organization and there is no one ultimate
strategy process model that fits all organizations. Needs to be adjusted to the re-

sources and needs of the organization.

Procedural justice = a concept that evaluates the perceived fairness in communi-
cation between two organizations during a strategy process. Used in parent com-
pany — subsidiary setting but in this study, will describe the perceived communica-
tion between a federation and a member club. Measured through a series of ques-

tions with answers on a scale of 1-7.
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2. NONPROFIT SPORTS ORGANIZATION STRATEGY

In this chapter, existing literature on nonprofit sports organization strategy and stra-
tegic planning process are reviewed. First, the concepts of strategy and NSO strat-
egy types are discussed. These are followed by a comprehensive look at the strat-
egy process of a NSO. Based on these, a framework for this research is developed

at the end of the chapter.

Strategy has been studied by researchers most of 20™ century, especially in the
context of for-profit organizations (Aurik et al., 2014). Strategy research moved on
to include non-profit organizations in the 1980s (Bryson, 2010) and since the 1990s,
strategy has been studied in nonprofit sports organizations (Ferkins et al. 2005).
Strategy as a concept can be defined in multiple ways. Miles et al. (1978) summarize
strategy as how organizations respond and react to organizational problems. Ac-
cording to Heikkala (2005, 32-33), strategy is defined as an ability to see, will to
value, and a way to act. Strategy’s purpose is to communicate an organization’s
values, history, current state, mission and values in an understandable way (Heik-
kala, 2005, 32-33). NPO strategy is a combination of the operational driving forces
of an organization: vision, resources and goals (Heikkala et al., 2014). To summa-
rize, the purpose of nonprofit organization’s strategy is to help an organization ac-

tualize its mission and reach its goals with the resources it has.

Business strategies are usually centered around creating competitive advantage
(Olson et al., 2016), a concept much emphasized by Michael Porter. In his 1980
book, Porter talks about developing a competitive strategy, which means coming up
with a formula on how a company is going to compete, what its goals are and what
are the means it should use to reach those goals (Porter, 1980, xxiv). The same
thinking can be applied to nonprofit organizations, only the main objectives behind
strategic decisions differ from for-profit organization (Al-Tabbaa et al., 2014). The
main objective of businesses is to create profit and for nonprofit organizations it is
to create value for their stakeholders in a way that fulfills their mission (Moore,
2000). Traditional business strategies can be supplemented to suit the special

needs and characteristics of nonprofit organizations. Nonprofit organizations thrive
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from their mission, which needs to be added to the business strategic planning pro-
cess (Al-Tabbaa et al., 2014).

There are differences between NPOs such as charities and nonprofit sports organ-
izations. NSOs don’t have the same pressure to raise funds as charities do (Thibault
et al., 1993). Also, some NSOs operate very much like businesses, with no scarcity
of funding (such as professional sports organizations) (Olson et al., 2016). The level
of resources affects the strategic choices an organization can make, the strategic
planning process of the organization and the final outcome of the process (Thibault
et al., 1993).

No matter what kind of a nonprofit organization in question, the goal for a strategy
is to connect the organization with its vision (Heikkala et al., 2014). The starting
point for strategic planning differs from organization to another and there are multi-
ple ways to proceed (Kriemadis & Theakou, 2007). An overview analysis of the or-
ganization’s current situation and context help in starting the strategic planning pro-
cess. Thibault et al. (1993) have studied NSO strategy and formed NSO strategy

types that help in evaluating the current state of a NSO.

2.1. Starting point for strategic planning: NSO strategy
types

Three key elements in determining a strategy are context, content and process.
Context includes both inner and outer context of the organization which will impact
the content of the strategy and serves as a starting point for strategic planning (Pet-
tigrew, 1987). Based on the work of Miles et al. (1978) and Porter (1980), Thibault
et al. (1993) chose to evaluate strategic processes of sports nonprofits through two
factors: program attractiveness and competitive position. Based on these two crite-
ria, a framework for understanding nonprofit sports organizations was created. They
state that there is no one best way to strategize in nonprofit sports organizations but
the strategy process should be modified based on the organization’s current situa-
tion (both internal and external), which can be evaluated by program attractiveness

and competitive position framework.
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Based on this framework, four NSO strategy types, that represent national NSOs
(such as federations in Finland) on the organizational lifecycle model and help in
selecting the optimal strategy, were created. The four NSO strategy types are pic-
tured in table 1. Compared to Kikulis et al. (1992) organization types (Kitchen table,
Boardroom, Executive office), Thibault et al. (1993) organization types are more

conclusive and also offer an insight into strategic planning.

Enhancer Innovator Refiner Explorer
Program attrac- High Low High Low
tiveness
Competitive posi- | Strong Strong Weak Weak
tion
Focus of strategy | Optimizing Creativity Fine-tuning Trial & error
Structure Complex Simple Complex Simple
Accessibility High Medium-low | High Low
Dependence on Low Medium Low High
government
funds
Age of NSO Mature Young Mature Young
Linkages with Established | Weak Established Weak
stakeholders
Experience with Extensive Minimal Extensive Minimal
domestic sport
Correspondence | Executive Boardroom/ Executive Of- | Kitchen Table
to Kikulis et al. Office Kitchen Table | fice/  Board-
(1992) organiza- room
tion type

Table 1. Characteristics of NSO strategy types (adapted from Thibault et al., 1993)

Enhancer organizations have high program attractiveness and a strong competitive
position meaning they already have a good network of domestic sports programs
and their sport is highly visible. Their sport is accessible and usually inexpensive,
which makes it easy to recruit new players and try out new programs. Enhancer

organizations are usually large with stablished programs and steady organizational
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models and decision-making can be either centralized or, in smaller projects, also
regional. Strategic planning should flow both ways between the top and bottom of
the organization’s hierarchy latter (Thibault et al., 1993). Examples of enhancer
NSOs in Finland are Suomen palloliitto ry (Football Association of Finland) and Su-

omen koripalloliitto ry (Finnish Basketball Association).

Innovator organizations have strong competitive positions, such as low costs to par-
ticipate in the sport, and low program attractiveness. Program attractiveness can be
evaluated by organization’s ability to attract external financial resources (fundabil-
ity), size of client base, and volunteer and support group appeal. Innovators usually
lack in one or more of the before-mentioned categories which sets them apart from
enhancers. Innovators’ strong competitive position allows them to be innovative
when establishing new programs and recruiting new people into the sport. These
organizations should focus on creating strong regional programs and bonds with
local organizations (Thibault et al., 1993). Examples of an innovator organization
would be our case federation X, and Suomen Lumilautaliitto ry (Finnish Snowboard

Association).

Refiner organizations have high levels of program attractiveness and well-estab-
lished domestic sports programs, but their sports require high financial commitment
(low competitive position). Refiner sports usually have a high media coverage (such
as ice hockey), but because of high participation costs, the entry barrier to join the
sport is high as well. Their strategic choices should focus more on fine-tuning exist-
ing programs than creating new programs to attract more people (Thibault et al.,
1993). In Finland, Suomen taitoluisteluliitto ry (Finnish Figure Skating Association)

and Suomen Golfliitto (Finnish Golf Union) are examples of refiner organizations.

Fourth type is the explorer organization which have both low program attractiveness
and competitive positions. Explorers are usually young organizations with very little
experience or involvement in domestic sport. Their sport doesn’t receive much visi-
bility, there are usually high costs associated with the sport and a small number of

members and coaches make it difficult to develop strategies. Explorers should try
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out different strategic initiatives to increase their competitive positioning and pro-
gram attractiveness, and learn which measures work the best (Thibault et al., 1993).
Sukeltajaliitto (Finnish Divers’ Federation) and Suomen limailuliitto (Finnish Aero-

nautical Association) are typical examples of explorer organizations in Finland.

Explorer organization corresponds to Kitchen Table organization presented by Kiku-
lis et al. (1992), innovator organization is a mix of both Kitchen Table and Boardroom
organizations, refiner is a mix of Boardroom and Executive Office organizations, and
enhancer corresponds to Executive Office organization. Thibault et al.’'s (1993)
strategy types complement Kikulis et al.’s organization types and the addition of
strategy focus makes their model the perfect commencement for strategic planning

process of a NSO.

The “optimal” strategic type for a NSO is the enhancer, because program attractive-
ness is high, their competitive position is strong and they have plenty of resources
to implement strategic choices. Explorer organizations struggle the most to attract
both new members and (financial) resources, yet they have the most freedom to try
out new strategic initiatives. NSOs do not always portray a strategy type clearly, but
possess qualifications of multiple strategy types. These kinds of mixed organiza-
tions should focus on the most critical strategic choices, even if they are of two or

more strategy types (Thibault et al., 1994).

The strategy type framework was developed and verified in a national federation
context in Canada (Thibault et al., 1993; Thibault et al., 1994), but according to Thi-
bault et al. (1994) it can be used to understand other nonprofit organizations. The
framework doesn’t suggest an optimal strategy, it only provides an overview of fac-
tors affecting the strategy type and gives out an estimate strategic approach (opti-
mizing, creativity, fine-tuning, trial & error). It is the domestic sport environment that
should determinate the final strategic choices (Thibault et al., 1994). The domestic
sport environment is the responsibility of sports clubs (Koski & Heikkala, 1998, 15-
16), so it can be stated that sports clubs should also be analyzed for a comprehen-

sive understanding of the current situation of a sport and its federation. Evaluating
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sports clubs by program attractiveness and competitive position analysis to deter-
mine a strategy type, will serve as a basis both for the strategic planning process of
a federation as well as the sports club. Also, because federations do not exist with-
out their member clubs, involving them in the strategic analyses is central for a suc-

cessful strategy.

2.2, NSO strategy process

In short, strategy process is the process in which the strategy is composed, exe-
cuted and evaluated. This process usually includes the following parts: the basis for
strategic planning and implementation in practice; analysis of the organization and
its’ environment, through which the strategic key points are identified; selection of
strategic objectives, mission and vision; analysis of the execution of the strategy;
follow-up and adjustments of the strategy; and management of change regarding
implementation of the strategy (Heikkala, 2005, 32-35). There are different models

and approaches to the strategic planning process of an NSO in existing literature.

Strategic planning can be started with identifying or creating a mission for the or-
ganization; analyzing the internal and external environments of an organization (for
example using SWOT-analysis); fine-tuning an existing strategy; an assessment of
external factors to determine strategically important opportunities and threats; or
with clarifying organization’s cultural values and vision (Kriemadis & Theakou,
2007). The strategic planning process can be either linear, adaptive, or interpretive.
In short, in linear model the leaders of an organization plan how the organization
acts in order to deal with competitors to achieve organization’s goals. In adaptive
model, the organization changes itself or parts of it, either proactively or reactively,
in order to be aligned with customer preferences. The main thought behind adaptive
strategic thinking is that an organization must change with the environment. In in-
terpretive model, strategy leaders don’t make physical changes in organization’s
outputs but they try to change the attitudes and perceptions of participants (workers,

stakeholders) in a way that is in favor to the organization (Chaffee, 1985).
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Kriemadis & Theakou (2007) have studied NSOs in Canada and come up with five
strategic planning models that best suit the needs of NSOs. What separates their
models from traditional, business-based strategic planning models, is that the moti-
vator for strategic planning is not profit, and the operating environment of an organ-
ization is not dominantly competitive (Kriemadis & Theakous, 2007). NPOs operate
in a different context than for-profit organizations and the scarcity of resources is

also a limiting factor in the strategic planning process (Thibault et al., 1993).

As seen in table 2, the five models differ from another. Basic strategic planning
model is for small, busy organizations that haven’t done much of strategic planning
before. The issue/goal —based model is the next step after the basic planning model,
and it allows an organization to develop a more comprehensive strategy with yearly,
precise operational plans. Alignment model is for organizations that already have a
functioning strategy that needs just adjustments or fine-tuning. It allows an organi-
zation to check that their strategy is in alignment with their mission and resources.
Scenario planning might be useful in conjunction with other models, because it helps
in identifying strategic goals and issues. Organic/self-organizing model is drastically
different from other models because it is not a linear process. It works best in or-
ganizations that value naturalistic, flowing planning over traditional, linear processes
(Kriemadis & Theakou, 2007).
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Basic stra- | Issue/goal — | Alignment | Scenario Organic/
tegic plan- | based model planning self-organ-
ning model | model model izing model
Outline organiza- | Imagine organi- Clarify and artic-
Step 1 Identify the mis- SWOT-analysis tion’s mission, zation-affecting ulate organiza-
P sion programs, re- scenarios with tion’s cultural val-
sources and various external ues
needed support forces
Strategic analy- Identify what For each force, Articulate group’s
Step 2 Select goals sis to prioritize needs adjust- discuss three dif- | vision for the or-
P major is- ments and what ferent future sce- | ganization
sues/goals works well narios
Identify goal spe- | Design programs | Make plans for Come up with As an on-going
Step 3 cific approaches to address these | the adjustments potential re- process, discuss
P issues/goals sponses to those | how the organi-
scenarios zation can reach
its vision
Identify specific Update vision, Include adjust- Detect the com- Remind the or-
Step 4 action plans for mission and val- ments in strategy | mon scenarios ganization that
P these goals ues this planning pro-
cess is continu-
ous
Step 5 Monitor and up- Establish action Select the most Practice patience
date the plan plans likely scenarios during the pro-
and create plans | cess
to address them
Step 6 Write a strategy Focus on learn-
document ing, not methods
Step 7 Develop yearly Reflect how strat-
operating plans egy is expressed
to stakeholders
when there is no
concrete plan
Step 8 Develop a
budget for each
year
Step 9 Carry-out first
year’s plan
Step 10 Monitor, evaluate
and update the
strategy

Table 2. Different strategic planning models for NSOs (adapted from Kriemadis &
Theakou, 2007)

Heikkala (2005, 135) emphasizes strategic positioning as a base for strategic plan-
ning. Positioning means defining the competitive position of an organization, ergo
how the organization wants its stakeholders to view them. Positioning is supposed
to help an organization separate itself from competitors and make the organization
attractive in the eyes of stakeholders (Vuokko, 2004, 142-143). Positioning should
be used to establish the difference between what an organization wants to be and
what it currently is (Heikkala, 2005, 135).

In the context of nonprofit organizations, instead of positioning, the term visioning,
is often used. Vision stems from the core idea and values of an organization and

connects the organization with their envisioned future (Collins & Porras, 1996). In
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nonprofit organizations, mission is the source of organization’s existence and should
be in central role when building a vision and strategy (Al-Tabbaa et al., 2014). An
effective strategy will work as a map that connects organization’s mission with vision
(Heikkala, 2005, 184-185).

Strategic planning process can start from mission, just as in Kriemadis & Theakou’s
(2007) basic planning model. Heikkala (2005, 204) presents optional strategic plan-
ning models that start with either the mission, external and internal analysis or stake-
holders and resources. All models include the same parts: mission & vision, internal
& external analysis, resources, stakeholders, goals, a written strategy document,
implementation and adjustments. It is the order in which these are executed that
differs from model to model (Heikkala, 2005, 204). There is no one right way to start
the strategy process just as there is no one right strategy (Heikkala, 2005, 135).
Because a strategy process should always be modified to fit the organization’s sit-
uation (Thibault et al., 1993), this research will conclude that a strategy process
starts with internal and external analysis, goes on to assess mission and vision of
the organization, then onto strategic goals and objectives and concrete action plans
to reach these, followed by execution and evaluation. The strategy process is pic-

tured in figure 1.
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Figure 1. Strategic planning process of NSO (Kriemadis & Theakou, 2007)

What sets nonprofit organizations apart from for-profit organizations, is how to
measure the success of strategy. The underlying reason to develop a specific strat-
egy is to increase the level of effectiveness and organization’s performance (Thi-
bault et al., 1993). Because nonprofit organizations do not measure their perfor-
mance in terms of profit, it is harder to measure the success of a nonprofit organi-
zation than it is of a for-profit organization. Nonprofit organizations are based on
their mission and offered services, through which performance is hard to measure
(Kanter & Summers, 1987, 154).

It is important to set goals and objectives that can be measured. Measurements can

be quantitative (such as the number of new members) or qualitative (such as the
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satisfaction of members) as long as they have been thought of and each goal or
objective is appropriately measurable (Heikkala et al., 2014). When setting goals
and objectives, it is also important to make sure resources are adequate for execut-
ing measures to reach those goals (Heikkala, 2005, 192-193). Setting of goals
means making operative action plans that include a budget and timetable for the
execution (Kriemadis & Theakou, 2007).

The actual written strategy should include an introduction to the strategy and a short
overview of the strategy process; look into the organization’s history and how the
organization has come to its’ current mandate; focal conclusions of the environment
and organization analysis (such as SWOT); organization’s strategic goals with the
appropriate, measurable procedures; mission and vision; procedures for the span
of the entire strategy; and follow-up procedures. When writing the actual document,
close attention should be paid to what the document says about the organization,
what is the key message being sent out and who the target audience of the message
is (Heikkala, 2005, 202).

Nonprofit sports organizations differ from other nonprofit organizations and the op-
erational environment in Finland can differ from other countries. Thibault et al.’s
(1993) NSO strategy types summarize the overall situation of an organization.
Deeper analysis of internal and external factors helps in the strategy process. Next,
the internal and external factors that can play a role in NSO strategy process are

looked at.

2.21. External factors in NSO strategy process

There are various predictions on the societal changes that will affect the field of
sports in the future. Globalization, aging population, and climate change are exam-
ples of factors that will play a role in the future of sports (Kokkonen, 2015, 369).
Some factors will be detrimental to certain NSOs while the others will drive because

of it. Many external factors will contribute to internal choices.
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One of the most common internal and external resources assessment tool is the
strength, weakness, opportunity and threat (SWOT) —model by Andrews (1971). For
external factors, Porter suggests a throughout analysis of environment through his
five forces model. The model relies on industry analysis and the five forces that are
examined are rivalry among existing competitors, bargaining power of suppliers,
bargaining power of buyers, threat of substitute products/services, and threat of new
entrants (Porter, 2008). Depending on the situation of a NSO, some of the forces
(such as bargaining power of suppliers) do not exist. However, Heikkala (2005, 159-
163) suggests a stakeholder analysis that takes into account the key stakeholders
of an organization and help an organization identify the most important stakehold-
ers, their interests and values and help the organization create strategy initiatives

that serve the key stakeholders’ interests.

The stakeholders vary from organization to organization. Thibault et al. (1993) note
that stakeholders of a federation, such as regional and local sports organizations
and clubs, play a critical role in implementing domestic sport strategies of federa-
tions so these organizations should be involved in creating the strategies. For sports
clubs, the key stakeholders are usually the members. There is an increase in ex-
pectations to cater to all segments of the population, young, old, women, men, com-
petition-oriented, hobby-oriented etc. (Koski, 2009, 47-50). The aging population will
increase the number of adults and seniors involved in sports (Slack, 1999, 324,
Itkonen et al., 2000, 54; Koski, 2009, 128) and will create either challenges or op-
portunities for sports clubs and other NSOs to change their focus from youth sports
to all age groups (Koski, 2009, 128).

The aging population can also help organizations to have more volunteers because
many senior citizens have been raised by sports clubs and will feel the connection
to take part in civic activities (Koski, 2009, 128-130). This is especially important to
all voluntary-based organizations, because younger population shy away from both
organized sports and civic activities (Koski, 2009, 128). Some even forecast the end
of welfare state as more services are privatized or bought from the private sector
and the boundaries between public, private and third sector become blurry (ltkonen
et al., 2000, 127-129). Kokkonen (2015, 364) doesn’t see the end of volunteerism
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in sports but only organizations that can change to meet the expectations and de-
mands of stakeholders will be able to thrive and keep volunteers in the future.

The commercialization of sports will continue in the future (Slack, 1999, 319; Itkonen
et al., 2000, 54; Kokkonen, 2015, 359) which will emphasize the polarization of pop-
ulation into those who are very active in sports and to those who do not do any
physical activity at all (Kokkonen, 2015, 368). There are already studies on how
participating in sports is too expensive for many families in Finland (Puronaho, 2014)
and the growth of commercial and chargeable sports will only widen that gap (Kok-
konen, 2015, 368).

The commercialization of sports will also lead to an increase in demand in regular
sports clubs. Members view themselves as consumers who want expert coaching
and top facilities, which will lead to an increase in costs and fees (Koski, 2009, 126-
127). To meet these demands, NSOs are forced to hire professionals as both
coaches and administrators, which can cause friction and tension inside the organ-
ization between hired staff and volunteers (ltkonen et al., 2000, 120-126; Koski,
2009, 127). The hiring of professionals increases costs even further and aggravates

the polarization of population (Koski, 2009, 127).

Another way how the population polarizes is through the level organized sports and
competition orientation. At the other end of the spectrum are the ones who want
their physical activity measured, monitored and enhanced very closely. They are
usually willing to spend money on sports and equipment and want professional
coaching. At the other end of the spectrum are the ones who do not appreciate
organized and competition-oriented sports. They like to move their bodies in a way
that feels good in the moment, without planning and goals (Kokkonen, 2015, 359-
360). The increase of exercise as a form to keep fit rather than to compete will create
new opportunities for NSOs to expand their core services (Itkonen et al., 2000, 120).
It can, however, complicate the mission of federations to produce high performance
sports and professional athletes. Passive lifestyle and an increase of technological

gadgets only accelerate the division further (Koski, 2009, 128).
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This division reflects the blurry lines between public, private and third sector, and
the decline of welfare state. Is it federations’ task to produce high performance,
competitive sports, or also be responsible for the physical activity of the entire na-
tion? (Itkonen et al., 2000, 120-124) It is even stated in the strategy of the Finnish
Olympic Committee, that one of their main objectives is to make the entire popula-
tion of Finland active (The Finnish Olympic Committee, 2017a). That cannot be
achieved without the contribution of federations and sports clubs. Strategic co-op-
eration between all actors is necessary in order to fulfill the strategic objectives of
all the parties (Koski, 2009, 112-117).

NSOs, especially sports clubs, are protected by the law of physical education. It is
unlikely that their position as the key players in sports in Finland will change. How-
ever, NSOs are required to participate in other civic services than just physical ed-
ucation. It is expected of them to tackle issues of others than just their stakeholders.
These include for example physical education of all citizens, multiculturalism, and
upbringing of youth (Koski, 2009, 128-130). Many families rely on sports clubs to
teach children everyday skills (Koski, 2009, 126). It can be extremely difficult for
NSOs to respond to all these demands while simultaneously focusing on execution

of the strategic choices that support their own mission.

The decline of welfare state reflects directly to the scarcity of resources in terms of
changes in government aid (Slack, 1999, 325). Many NSOs are funded by govern-
mental and other aids (Thibault et al., 1993). Also, financial aid from municipalities,
federations, local supporting bodies can be crucial for sports clubs and any changes
will impact the strategic choices the organization can make (Maenpaa & Korkatti,
2012). Financial situation directly impacts the extend in which NSOs can strategize

and implement a strategy (Thibault et al., 1993).

There are never-ending external factors that can affect a NSO’s strategy process
and the strategic initiatives it wants to take. It is important for the organization to be
able to recognize what stakeholders and what forces are the most crucial for the
survival of the organization and then take on those initiatives (Heikkala, 2005, 175-

179). By identifying the external factors first, an organization can then see how it
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can respond to them with the resources it has, and if any internal changes will be
needed to fulfill the expectations of stakeholders (Heikkala, 2005, 167-171). The
examples presented in this chapter are some of the pressing matters that can affect
NSQ’s strategic planning. It is up to each individual organization to identify the key

factors that affect them currently and in the future.

2.2.2. Internal factors in NSO strategy process

Internal factors that affect the strategy process of a NSO can relate to the organiza-
tional culture, behavioral norms and organizational structure of an organization (OI-
son et al., 2014). These can be either strengths or weaknesses of an organization,
depending on where it currently is and where it wants to go. External factors also
reflect on internal factors (Heikkala, 2005, 167-171). Internal assessment is im-
portant to determine if the organization has resources to implement the desired stra-

tegic imperatives, mission and vision (Heikkala, 2005, 167).

In addition to SWOT-analysis, Heikkala (2005, 169-171) suggests an organizational
fitness test. It is a simple test that helps organizations to assess their strengths and
weaknesses through an organizational blueprint —model. In the model the organiza-
tion’s mission, strategy, organization structure, environment, resources and strate-
gical learning are evaluated through a series of questions or statements. How the
organization’s current state responds to the statements determines how well the
organization is equipped to succeed in the strategy process (Heikkala, 2005, 169-
171).

How an organization responds to external forces and stakeholder demands is the
key to creating a strategy. Sometimes an organization’s resources are not enough
to meet the strategic objectives (Heikkala, 2005, 167). For example, if stakeholders
demand professional coaches, the organization’s only solution might be to hire a
professional. Or if member clubs of a federation want strategic help from a federa-
tion and the federation wants to act on that initiative, the only option might be to hire

a new employee with the necessary knowledge. However, changes in organiza-
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tional culture, such as hiring of professionals, usually leads to increases in compe-
tence and knowledge, but also lead to more bureaucracy (Thibault et al., 1991).
Also, the professionalization of a NSO can increase costs and cause friction be-
tween paid employees and volunteers and create new strategic issues to consider
(Itkonen et al., 2000, 120-126; Koski, 2009, 127).

Values present what is important in an organization and should guide the interaction
and operations of an organization. Values communicate a certain image of the or-
ganization and they should represent the added value the organization will offer to
its stakeholders (Heikkala et al., 2014). Sometimes a decision like hiring of profes-
sionals needs a bigger change in values (Slack, 1999, 321) and it will have an im-
pact on the organization’s atmosphere (Koski, 2009, 70-74). Values should be con-
sidered when creating a strategy so that they support the new strategy. Values can
also be included in the mission of the organization when they do not need to be

written down individually (Heikkala et al., 2014).

Just as the values of a NSO might require some tuning, sometimes also the organ-
ization’s mission needs to be updated to keep up with changes and new objectives
(Koski, 2009, 33-38). A mission is the underlining reason for an organization’s ex-
istence. Its purpose is to describe what the organization does, to who, how and why
(Heikkala, 2005, 184). For example, if a sports club has been focusing solely on
competitive sports but in the future, want to offer both competitive and leisure activ-
ities, the mission can be adjusted to serve both purposes. The core product or a
service of an organization might not be the same as the mission. A sports club can
offer an opportunity to practice multiple sports, but their mission might be to raise

active and responsible citizens (Koski, 2009, 38-46).

Resources are also determinants for a successful strategy process. They can in-
clude for example financial resources, people (both volunteers and paid staff), and
tangible resources such as training facilities (Koski, 2009, 82-106). Depending on
the level of change required within the organization to meet the strategic objectives,
adjustments and additions to existing resources might be necessary (Heikkala,

2005, 190-194). To secure the continuity of an organization it is important to plan in
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a way that is realistic (Koski, 2009, 30-32). Sometimes it might be in the best interest
of the organization to for example limit growth and number of members (Koski, 2009,
51-53). Given the forecasts on future reduction in sports club participation, espe-
cially by the younger population (Koski, 2009, 128), limiting growth might be a stra-

tegically smart idea.

If a NSO struggles to set goals or estimate the quality of its operations, a quality
system called Sinettiseura was created by the Finnish Sports Confederation Valo
(Valo, 2017b). It helps sports clubs to evaluate their operations against a set criteria.
The quality system criteria can also give ideas on what goals the organization should
pursue in order to better serve its stakeholders (Maenpaa & Korkatti, 2012). The
idea of the concept is to monitor and develop the quality of sports clubs and make

the participation in physical activity activities safe (Valo, 2017b).

2.2.3. Strategy process of a federation and a member organ-

ization

Because organizations do not operate in a vacuum, it is important to realize how
other organizations affect one’s strategy process. There is no direct research on
how a strategy process works in federation-member case, nor how one organiza-
tion’s strategy process affects the other. There are also no studies on simultaneous
strategy process of two organizations which is also one are of interest in this re-
search. There have been some studies done on parent company and subsidiary
strategy in business setting (e.g. Ghertman, 1976 & 1988; Kim & Mauborgne, 1993;
Taggart, 1997; Taggart & Harding, 1998) which could help in understanding what
factors affect the strategy process of an organization when there are other organi-
zations’ strategies to consider. However, there are no studies on simultaneous strat-

egy process of a subsidiary and parent company.

Parent company’s strategy usually includes initiatives that the subsidiary must im-
plement and the management of the subsidiary has the biggest role in whether or
not these initiatives get implemented in the subsidiary. A subsidiary is more likely to

implement the parent company’s strategic choices if they are also the interests of
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the subsidiary (Kim & Mauborgne, 1993). The Finnish Olympic Committee’s action
plan for 2017 includes goals that involve both sports federations and sports clubs
(The Finnish Olympic Committee, 2017a). Case federation X’s action plan includes
same goals, for example providing better environment for sports clubs to operate in
(Federation X, 2017a). Sport club Y’s action plan for 2017 includes both goals from
The Olympic Committee’s action plan as well as Federation X’s plan (Sports club Y,
2017a). Whether or not these goals have been chosen by the organizations sepa-

rately or because of the other organizations will be studied later on in this research.

Just as NSOs can be classified into strategy types (Thibault et al., 1993), Taggart
(1997) created a framework for classifying subsidiaries on their basis for strategic
planning. The main factors in assessing subsidiaries were levels of procedural jus-
tice (high or low) and autonomy (high or low). A high level of autonomy indicates a
higher possibility to make own strategic decisions and a high level of procedural
justice indicates a higher bargaining power to influence the parent organization’s
strategic planning (Taggart, 1993). Because NSOs in Finland are all individual, au-
tonomous organizations, Taggart's model cannot directly be used to describe the
relationships between a federation and a member club. However, it could be as-
sumed that a high level of procedural justice between these two organizations will
result in similar strategic choices because then member organizations get to affect

the strategic planning process of the federation and vice versa.

Kim & Mauborgne (1995) emphasize five dimensions of procedural justice which
are important in strategic planning. These are bilateral communication, ability to re-
fute, local familiarity, provision of an account, and consistent decision-making pro-
cedures. To summarize, these five dimensions emphasize great communication,
understanding and trust between the parent company and the subsidiary. All dimen-
sions can be measured by asking to which extend they are applied in the strategy

process (1= not at all, 7= greatly) (Kim & Mauborgne, 1995).

Taggart & Harding (1998) suggest three different strategy choices for subsidiaries

depending on the goals of the subsidiary and the parent organization. The first strat-



39

egy, integrated product, calls for high level of integration and excellent communica-
tion between the units. It works well when the organizations are relatively homoge-
neous and their needs and resources are similar. The second strategy, locally re-
sponsive, gives a high level of autonomy to local organization and control over re-
sources. The third and final strategy, multifocal, is a mixture of these two. It can be
beneficial to mix and match these strategies depending on the issue (Taggart &
Harding, 1998). This could be the most beneficial option in a federation-member
club strategic planning by implementing integrated product strategy for joint strate-
gic initiatives and locally responsive strategy for other initiatives. It would be im-
portant for an organization to identify which strategic operatives require implemen-
tation or resources from other NSOs and then try to work on either an integrated,

local, or multifocal strategy with the key players.

Co-operation for strategic initiatives requires close and fair communication through-
out the strategy process (Lin & Hsieh, 2010). The level and success of communica-
tion can be measured through the procedural justice dimensions (Kim & Maugborne,
1995). However, procedural justice in itself does not say how two organizations can
better utilize each other in a strategy process. The same goes for Taggart’s (1997)
framework. So far there are no studies on how two NSOs or even NPOs should or
can take better advantage of each other in strategic planning processes, other than
in the form of accounting stakeholders in strategic decision making (e.g. Heikkala,
2005, 159-163; Thibault et al., 1993). A throughout stakeholder analysis and identi-
fication of key stakeholder variables for an organization’s strategy is the first step
towards strategy integration. The case organizations are asked about their views on
utilizing each other in their strategy processes and this study aims at producing new
information on how a federation and a member organization can better take ad-

vantage of each other during their strategy processes.

2.3. Research framework

Based on the literature on NSO strategy and strategic planning process a framework
for this research ca be formed. Thibault et al.’s (1993) NSO strategy models are

applicable to national sports organizations, such as federations in Finland, and will
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act as a base for examining our case federation X, and the same models are tested
to see if they are also applicable to our sports clubs Y and Z. The NSO strategy type
will act as a starting point for strategic planning in our framework and will be followed
by external and internal analysis, vision and mission revision, operation and moni-

toring plans, implementation, and finally adjustments.

The framework is pictured in figure 2. The strategy processes of our case organiza-
tions will be evaluated against the strategy process model discussed earlier in this
chapter to see if the case organizations fit the academic model in in practice. This
evaluation will also reveal any similarities and differences between a federation and
a sports club and any special characteristics involving a NSO strategy process. Both
are themes that have not been studied before. The role of a federation and a mem-
ber sports club on each other’s strategy process are explored through the concept
of procedural justice and by evaluating the strategy processes of all case organiza-

tions.

Procedural Justice

NSO strategy type

@

& external factors and anglysis

.

Vision & mission Sports club

Sports federation

.

rategic decisions & g

et

Feasibility analysis

Monitoring & adjustment plans

Implementation

A 4

Monitoring and adjustments

Figure 2. Theoretical framework for this study
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3. RESEARCH DESIGN AND METHODS

The aim of this study is to get an in-depth understanding of nonprofit sports organi-
zation strategy process and the role of a federation and a member club in each
other’s strategy processes. The case organizations represent a national sports fed-
eration (federation X) and its member organizations (sports club Y and sports club
Z). The federation and sports club Y had ongoing strategy processes simultaneously
in 2017 and because of this concurrency, there were challenges and specialties
involving the strategy processes of these organizations. Sports club Z had made
their current strategy a few years before and were involved in the federation’s strat-
egy process. All case organizations’ strategy processes are mirrored against the

existing NSO strategy frameworks.

To get an in-depth understanding of the research subject, this thesis’ research is
based on qualitative methods. A quantitative research methodology would not be
conclusive enough to address underlying challenges and specialties in NSO strat-
egy processes. Therefore, the research questions and the aim of the study are bet-
ter answered by a qualitative research methodology. In this chapter, the data col-
lection methods are discussed first, and then followed by a brief description of the

case organizations.

3.1. Data collection methods

The data for this research was collected through three interviews. Interview is the
most common qualitative data collection methods in Finland, even though it can also
be used in quantitative research. The aim of the interview is to find out the opinion
and outlook of the interviewee on the subject matter. Traditional interview is led by
the interviewer (Eskola & Suoranta, 2014, 86). The interview is usually structured in
advance and the interviewer often starts and guides the conversation. The inter-

viewee might require some motivation and encouragement by the interviewer who,
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in any case, should remember his role as interviewer and stay as objective as pos-
sible. The interviewee should always be able to count on the confidentiality of the

interview (Hirsjarvi & Hurme, 1980, 41).

Interviews can be either structured, semi-structured, themed or open. For this study,
semi-structured interviews were used, which means the questions were the same
for all interviewees but everyone answered the questions in their own words (Eskola
& Suoranta, 2014, 87). Federation X also answered two additional questions about
their relationship with national and international sports federations. The order of the
questions varied as the conversation moved on its own phase, but the interviewer
made sure all questions were answered during the interview. The interview ques-
tions were formed in a way that best supported the aim of this study: to understand
the process of NSO strategic planning and also to get an understanding of the roles
of a federation and a member club in each other’s strategy processes. The literature
review served as a base for the questions, and for example Thibault et al.’s (1993)
strategy types were discussed in detail with the interviewees. The interview ques-

tions are found in appendix 2.

To get the most throughout understanding of each organization’s strategy process,
the researcher contacted all case organizations and asked to interview the leaders
of each strategy process and additional people if they had been as closely involved
in the process. In all organizations, the president of board had been the leader of
their organization’s strategy process, and wanted to be interviewed for the research.
All presidents have been involved in their organization for years and have been
presidents for at least a few years. Also, the presidents of sports clubs Y and Z
represented their own member organizations in the federation’s strategy process.
The interviews with the presidents of sports clubs Y and Z were conducted through
Skype and the interview with the president of the federation X was conducted in
person. All interviewees had received the questions in advance and the interviews
averaged at 56 minutes long. The interviews were recorded and transcribed by the
interviewer. The language of the interviews and transcriptions is Finnish but the nec-

essary quotations and parts of the interviews were translated into English.
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Based on the interviews, the strategy processes of each organization were chrono-
logically organized and evaluated against the strategy process framework in litera-
ture review. The organizations’ websites were used as secondary data sources to
complement the interviews. Also, some additional information was gathered from
the interviewees via email after the original interviews to complete and confirm the

strategy process timelines of each case organization.

A cross-case analysis or synthesis was used to get a better understanding of the
phenomenon of NSO strategy process. A cross-case analysis is more likely to give
more robust findings than just a single-case study (Yin, 2014, 164) which is why it
was selected to be used in this research. A cross-case analysis is a method that
can be used to find differences and similarities in multiple cases, usually within a
multi-case study rather than multiple, individual studies (Cruzes et al., 2015). With
the cross-case analysis, the strategy processes of case NSOs are evaluated against
the existing literature and frameworks and the cross-case analysis provides an-

swers to the research questions.

One of the research sub-questions addresses the concept of procedural justice and
this concept surrounding the relationship with the federation X and its member or-
ganizations sports club Y and Z was tested with a series of procedural justice ques-
tions. The questions were based on the work of Kim & Mauborgne (1995) and regard
all the five dimensions of procedural justice. The questions were formed to fit the
concept of NSOs and each question centers around one of the procedural justice
dimensions. Appendix 3 contains all the questions. The interviewees answered the
questions on a scale of one to seven, as presented in the original work by Kim &
Mauborgne (1995).

3.2 Reliability and validity

Reliability in research refers to the repeatability and consistency of selected proce-
dures in a study (Yin, 2014, 240). It is used in quantitative research, where it refers

to the replication possibility and stability of a study. In qualitative study, reliability
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can be seen as an indicator for quality. A good qualitative study generates an un-
derstanding of a phenomenon. The emphasis on evaluating the level of a qualitative
study should be on the quality, rather than the reliability of the study (Golafshani,
2003).

Just as reliability, validity is a term used to evaluate mostly quantitative research. In
quantitative research validity evaluates if a research truly measures what it was
meant to measure and evaluates the truthfulness of the results. In qualitative re-
search validity can be effected by the researchers bias or perception of validity (Go-
lafshani, 2003). As qualitative research is often subjective, dependent on the re-
searcher and in the case of interviews, on the interviewees. Due to this, a qualitative
study is often not duplicable. However, by acknowledging one’s subjectivity, one
can become more objective (Eskola & Suoranta, 2014, 15-22). It should be noted
that the researcher was employed in sports club Y in the beginning of the research
and continued as a member and a volunteer throughout the research. She was not
directly involved in the strategy process, and therefore this should not impact the

results of this study.

Because the names of case organizations and interviewees is not published, it could
be assumed that the answers of the interviewees were as honest as possible and
there was no need to withhold information. However, it is always possible that the
interviewees do not remember every detail of their strategy process, or that their

view on the success of the strategy process or procedural justice is biased.

3.3. Case description

Because the aim of this study is to find out what the strategy processes of a feder-
ation and a member organization are like and how they affect each other, the case
organizations were selected to represent one sport and all organizations have a
current strategy and they have been involved in both their own as well as the feder-
ation’s strategy process. The case organizations are that of a marginalized sport in
Finland and because of this, the sports federation will be referred to as “federation

X” and the sports clubs will be referred to as “sports club Y” and “sports club Z” to
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protect the interviewees’ and the organizations’ privacy. The sport and case organ-

izations were selected based on the author’s involvement in the sport.

3.3.1. Sports federation X

Federation X was founded in 1995 to supervise and promote the interests of its’
sport’s athletes and hobbyists. In 2017 the number of member organizations was
49 and the number of athletes and hobbyists was over 8200 (Federation X, 2017a).
The number of people engaged in the sport continues to grow annually for about
15% (Federation X, 2017c).

The office of federation X consists of five full-time workers and one full-time project
worker. There are also four part-time national team coaches and 10-15 educators
on call-to-work —based contracts. All other staff are volunteer-based. These include
the board, competition committee, judge committee, sports club committee, disci-
pline committee and competition rules committee. Any special events, such as com-
petitions, also require extra volunteers. Compared to other federations in Finland,
federation X is still considered to be a small federation (Federation X, 2017c). Fed-
eration X’s organization type corresponds to a Boardroom archetype by Kikulis et
al. (1992) with some features of Executive Office. The everyday functions are led
by professionals and the organization is led by a paid executive manager. Volun-
teers are an important part of supporting functions and the legal responsibility is
held by the volunteer-based board. Volunteerism is considered an important and

valuable asset in the organization (Federation X, 2017c).

Compared to other countries, federation X enjoys a monopolistic role as the only
national level federation in Finland for their particular sport. Federation X also does
not see other federations for other sports as competitors but rather as co-operators.
The closest competitors are businesses offering services for their sport, such as
camps, accessories and competitions. So far, Finnish businesses only offer camps,
coaching and accessories, and federation X does not consider that to be a threat to
them (Federation X, 2017c).



46

On the organization life-cycle by Koski & Heikkala (2002, 20), federation X feels it
is currently going through the stage of formalization because in the recent years
many necessary procedures and policies have been written down and documented
and decision-making processes have been established within the organization.
However, the growth of the sport nor the organization does not show any signs of

slowing down or declining (Federation X, 2017c).

3.3.2. Sports club 'Y

Sports club Y was founded in 2012 when it diverged into its own organization focus-
ing solely on its marginal sport. The roots of the organization stem from as early as
the 1980s when the sport first started in the region (Sports club Y, 2017a). Now it is
the leading club in the region with 24 teams (Sports club Y, 2017b) and over 500
members. The organization is led by a voluntary board and currently it has one full-
time employee and one part-time employee with an idea of having two full-time
workers next year (Sports club Y, 2017d). Sport club Y’s mission is to provide joyful
participation and opportunities for developing sports related skills and knowledge

together in an equal and safe club (Sports club Y, 2017b).

On Heinila & Koski's (1991, 16) chart sports club Y can be classified as a competi-
tion and performance oriented differentiated sports club with a strong hobby side.
Their teams range from purely hobby-oriented teams to national level competitive
teams. Sports club Y offers multiple teams on all skill levels from children as young
as four-years-old to adults (Sports club Y, 2017c). This presents challenges in their
strategy process, because they need to consider both ends of the spectrum in their

planning.

On the organization life-cycle by Koski & Heikkala (2002, 20), sports club Y feels
they are in between phases and portrait qualities of almost all of the phases. Sports
club Y has been founded on the basis of an earlier sports club, so they didn’t have
to start from scratch. Instead, they started out very much by writing down proce-

dures, rules and position and process descriptions. They are still very much driven
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by enthusiasm and their organization keeps on growing, yet they are also formalized

in their documentation and procedures (Sports club Y, 2017d).

As the only sports club for their sport in their city, sports club Y doesn’t have direct
competitors in their region. However, there are plenty of other sports clubs in the
area and it is difficult to, for example, receive funding from the local municipality.
Because of the abundance of sports clubs in the area, it is challenging to stand out
and the competition to get new members is intense. So far, sports club Y hasn’t had
trouble getting new members because their sport is attractive and the number of

athletes keeps growing annually (Sports club Y, 2017d).

3.3.3. Sports club Z

Sports club Z was founded in 1998 when multiple divisions from several multi-sport
clubs in the region decided to form one, diversified sports club for their own sport.
Just as in sports club Y, the history of the organization goes back to the early 1980s
when the sport landed in Finland (Sports club Z, 2017a). Now the organization has
around 460 members in 19 teams. The organization is led by a volunteer board and
they have two part-time office workers and 42 hourly-paid coaches and instructors
(Sports club Z, 2017d).

Sports club Z can be classified as a competition and performance oriented differen-
tiated sports club on Heinila & Koski's (1991, 16) chart. Their teams range from
purely hobby-oriented teams to national level competitive teams (Sports club Z,
2017b), but the main emphasis is on competitive sports (Sports club Z, 2017d). The
club offers teams in two different cities in their geographical region (Sports club Z,
2017c). There are other sports clubs specialized in the same sport in the city (Fed-
eration X, 2017b) and smaller clubs in the surrounding municipalities (Sports club
Z, 2017d). There is some competition between the sports clubs but so far, they all
keep growing in size and the competition is not intense between the clubs (Sports
club Z, 2017d).
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The area is dominated by ice hockey, which makes it harder for other sports to excel.
Sports club Z has their own training facility in a bigger sports arena which has helped
them to improve their visibility and increase co-operation with other nearby sports
providers and the regional sports association. Sports club Z feels that their sport
keeps growing in the region and new opportunities arise with the growth and in-
creased visibility (Sports club Z, 2017d).

On the organization life-cycle by Koski & Heikkala (2002, 20), sports club Z feels
like sports club Y, not fitting any of the phases fully. In the recent years sports club
Z has been writing down existing procedures, processes and rules, which would
place them in the formality phase. However, just like in the other two case NSOs,
the growth rate isn’t slowing down or declining, but instead the organization keeps

on growing annually (Sports club Z, 2017d).
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4. EMPIRICAL RESULTS AND FINDINGS

In this chapter, first the strategy process of each case organization is reviewed.
Then a cross-case analysis of the strategy processes is performed to see if how
different NSO strategy processes are like. Based on the interviews, the relationship
between a federation and a member club is discussed in reference to strategy. Fi-
nally, the concept of procedural justice and its role in the strategy process between

a federation and a member club is evaluated.

4.1. Strategy process of federation X

The strategy process of federation X started in 2016 by a board’s visioning meeting.
The current strategy objectives had been achieved and a new strategy was needed
to pursue stability and orderliness in the organization’s operation. A strategy helps
in making decisions in the long run, especially because of the growth rates of the
sport and the organization are so rapid. The previous strategy of the federation,
2013-2018, was also the first one and it taught how to allocate resources in the best
possible way. A new strategy is a logical continuum to that. The new strategy is
focused on goals and reaching a certain vision, and exact procedures to reach those
are defined annually in operational plans rather than in the overall strategy (Feder-
ation X, 2017c).

The aim of the strategy is to provide services for federation’s member clubs to meet
part of the federation’s vision: viable member sports clubs all around Finland. Fed-
eration X also wants to grow from a small federation into a bigger one and raise the
awareness and visibility of their sport. The vision is ambitious and not necessarily
reached within the 5-year strategy period, but will help in reaching that goal eventu-
ally (Federation X, 2017c).

“The underlining behind our vision is to be a mainstream sport and a
life-cycle sport. These words are not written in the actual strategy, be-

cause they are such big concepts. But the strategy reaches for those
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steps towards that. That our sport is available to everyone all over Fin-
land. And such well-known all over Finland, that it can be called a main-
stream sport. That is the overall, big vision.”

Federation X, 2017¢c

The first brainstorming session of the board in 2016 was quite bombastic and an
online survey was constructed in early 2017 to consult stakeholders on their opin-
ions on future prospects and challenges for both the sport and federation X. Espe-
cially athletes answered the survey which affected some of the final strategic em-
phases. To review the results of the survey and to analyze the environment and
challenges of the organization, the board, employees and committees of federation
gathered together (Federation X, 2017c).

After the organization’s strategy meeting, a strategy workshop for member clubs
was held in February 2017. The original plan was to hold two workshops around the
country to get regional opinions. Eventually, due to a shortage of participants, only
one workshop was held. The agenda was much the same as in the organization’s
strategy gathering: to think about future prospects and review the results of the
online survey. Federation X wanted to see if clubs agreed with the answers of the

online survey, especially with the opinion of athletes (Federation X, 2017c).

From the survey and the gatherings of the organization and club representatives,
three main points for the strategy were identified in some form. The board and office
then worked on the strategy to present it to member clubs in the spring conference.
At this point the strategy was still a loose draft and in the spring conference the
member clubs pointed out that the strategy needed to be compressed (Federation
X, 2017c).

“After that (February strategy seminar), with the board and office, we
worked the strategy into a loose draft that had a bit of everything. We
presented it in the spring conference to hear if these three (main points)
were the direction we wanted to go to. The conversion we had there

was good and based on it, we were able to say that yes (this is the
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direction we want to go to). But we also noted that we needed to sum
up and really think what we wanted to pursue. Our member clubs clearly
stated that we cannot possibly do it all.”

Federation X (2017c)

After the spring conference, the board of federation X started to work with a strategy
consultant that had been hired by the Finnish Olympic Committee. Over two week-
ends during the summer of 2017 the board started from scratch and went through
the whole strategy planning process with the guidance of the strategy consultant.
The aim was to think about the core mission of the federation and to consider what
challenges to take on. Again, the same three main points were identified as in the

beginning of the year.

“At this point we realized that it is too early to start talking and visioning
about being a mainstream sport and a life-cycle sport. They are in-
cluded in the strategy’s vision statement but those goals are not
reached in the next five years. (In the actual strategy) we wanted to stay
on a realistic level. And have goals that we could actually measure.”
Federation X (2017c)

After the board had worked on the strategy with the consultant, the strategy was
sent to member clubs for comments. Only few comments were received and the
strategy did not need any adjustments based on them, even though the board had
prepared to make substantial changes if much disagreement had arisen. The board
had hoped for more comments and participation from member clubs, especially at
this point, just to get verification and reassurance that the strategy was in alignment

with the needs and hopes of the members (Federation X, 2017c).

“l feel like we were able to create an image of participation. | hope that
everyone who participated feel that they had the chance. - - But | would

have hoped for more participation in the strategy seminar in February.
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And also, more participation during the commenting round. Even just to
say they (member sports clubs) agreed and pointed out what they
agreed on.”

Federation X (2017c)

The strategy was accepted by members at the fall conference in October 2017.
Before the actual approval, a workshop was arranged to brainstorm actual opera-
tional procedures to reach the strategic goals. The participants were member club
representatives and the workshop produced quality ideas that can be utilized in fu-
ture operation plans. Because of the agreement of member clubs, the actual strat-

egy was passed in unison in the actual conference (Federation X, 2017c).

The whole strategy process of federation X is pictured in table 3. The president of
federation X feels that the board was motivated throughout the strategy process and
they were able to create multiple possibilities for member clubs to participate in the
process. Also, the help of the outside strategy consultant was greatly appreciated

and provided much needed expertise in the process (Federation X, 2017c).

Federation X's strategy process for 2018-2023 strategy

Board’s brainstorming and visioning meeting Fall 2016

Online strategy survey for stakeholders Early 2017
Whole organization’s strategy meeting Early 2017
Strategy seminar with member organizations February 2017
First draft by board and office Early spring 2017

Presentation to member clubs in spring conference | April 2017

Board’s strategy weekends with an outside strategy | Summer 2017

consultant

Member organization’s comment round Early fall 2017

Strategy workshop with members to distinguish | October 2017

practical procedures for future operational plans

Fall conference approves the strategy October 2017
Implementation 2018-2023
Table 3. Strategy process of federation X.
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4.2, Strategy process of sports club Y

Sports club Y wanted to create a new strategy to perseveringly and systematically
move the organization forward. The existence of a previous strategy naturally
pushed the organization to pursue a new one and the previous strategy has helped
the organization to identify progress and any targets of development regarding fu-
ture. A strategy is seen as a functional method and a guiding principle in the organ-
ization. It helps the club to plan their activities, improve and further their activities
and services, and it helps in reaching organizational goals. A strategy is seen as a
far-reaching and lax operational plan. It creates a framework for operation and will
help the organization to offer services expected and desired by members. A strategy
will assist employees and volunteers in their work but the strategy’s main purpose

is to achieve the goals that create value to members (Sports club Y, 2017d).

The strategy of sports club Y is based on data from member surveys from previous
years and from a coaching improvement initiative the club had taken on in the past.
In early 2017, these were followed by an online strategy survey that mimicked fed-
eration X's strategy survey. Based on these, multiple development points were iden-
tified. The main area of improvement centered around the level and quality of coach-
ing, a concurring theme in member feedback and well recognized by the organiza-

tion in internal analysis (Sports club Y, 2017d).

‘Based on a SWOT-analysis, we originally started our coaching im-
provement initiative. - - (The online survey in 2017) was analyzed and
it confirmed our need to focus on the improving the level and quality of
coaching.”

Sports club Y (2017d)

The strategy process was management-led, but stakeholders such as coaches and
the coaching initiative committee were consulted for opinions. The first draft of the
strategy was presented to members in spring conference in April 2017, even though
the president of board feels that the first full hands-on strategy session did not hap-
pen until June 2017 (Sports club, 2017d).
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“Brainstorming and headwork had been happening all spring but the
first time we actually were able to write things down was that summer
(strategy) weekend. That is when we started to write what our vision is
and what are the procedures we want to take.”

Sports club (2017d)

After the strategy weekend of board and office, the strategy was converted into a
more finished form. The strategy document was sent to federation X, regional sports
association, and members for comments. The president of board would have liked
to have more professional opinions, such as from the Faculty of Sport and Health
Sciences at University of Jyvaskyla, but due to time restrictions, it was not possible.
Overall, getting comments on the final strategy proved to be challenging (Sports
club, 2017d).

“We had planned well ahead to get comments for the strategy. We tried
to get a comment from the Faculty of Sport and Health Sciences, but
no one had time for that. - - So far, we haven’t gotten any feedback
(from members) other than one spelling mistake. - - We sent the strat-
egy to the executive manager of federation X but she has not had time
fo give us any comments.”

Sports club Y (2017d)

For sports club Y, the club developer of the regional sports association proved to be
a valuable source of guidance in the process. The club feels that such involved club
developer and a close relationship with the regional sports association are an asset
that is not available to all clubs around the country. Also, the lack of involvement
from federation X was lessened because of the active participation from the regional

sports association (Sports club Y, 2017d).

The strategy was passed by members in the fall conference in November and the
implementation will start right away for 2018. The entire strategy process is pictured
in table 4. The president of board feels that overall, the strategy process was quite

straightforward because of unified vision for the organization. The organization did
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not have to rethink, for example, values that had been updated in 2016, and the new
vision fit those values easily. The board and staff naturally found concrete proce-
dures to reach desired goals and the final strategy has yearly steps for implemen-
tation (Sports club Y, 2017d).

Sport club Y’s strategy process for 2018-2020 strategy

Data from earlier coaching improvement project and | 2012-2016

earlier member surveys

Online strategy survey to stakeholders Early spring 2017
Presentation of first draft to member clubs in spring con- | April 2017
ference

Strategy weekend of board and office June 2017
Comments from regional sports association and mem- | Fall 2017

bers

Fall conference approves strategy November 2017
Implementation 2018-2020

Table 4. Strategy process of sports club Y

4.3. Strategy process of sports club Z

The strategy process of sports club Z started in 2014 because the club felt like they
needed some direction and guidance on where to go in the future. A long-term plan
creates the possibility to focus on short-term issues and goals in daily operations.
The club enthusiastically starts multiple projects and the strategy helps them to fo-
cus on the things that actually are important and part of their mission rather than
trying to do a little bit of everything. The strategy process made them think of the

few core things they will focus on in the next five years (Sports club Z, 2017d).

First step toward the strategy was a survey about development needs and hopes
for coaches and instructors in the spring of 2014. This was followed by the board’s
first planning meeting in the summer (Sports club Z, 2017e). The strategy process
really started in November 2014 when the board made a SWOT-analysis that helped

them to identify the key things that they felt like needed the most improvement to
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guarantee quality service and operations (Sports club Z, 2017d). The club wanted
external help with the strategy and applied for federation X’s club support program
at the end of the year. The meeting with the executive manager of federation X
started in April 2015 (Sports club Z, 2017e). She gave the board feedback on their
strategy and made them evaluate and identify the overall most strategic points. With
the help of the executive manager, the board was able to settle down to three key
choices for the strategy (Sports club Z, 2017d).

“The executive manager of federation X came to talk with us and we
met with her three times. She gave us feedback and made us discuss
what things were truly important and what less important. She asked us
to compress the strategy. And at that point we decided on the three
main choices.”

Sports club Z (2017d)

The coaches and instructors of the club were involved in the strategy process
through workshops and general discussion. The president of the board feels that
the coaches and instructors are keen on participating in discussion and ideation if
they are given the time and place to take part. Also, the athletes, parents and other
stakeholders who often visit the training facility were consulted for the strategy
through idea posters on the walls of the training facility. The stakeholders were given
a chance to write down what their ideal sports club would be like and these wishes

were used to modify values and rules of the club (Sports club, 2017d).

“(It is easy to involve people) when you have the adequate means and
low enough threshold for participation. Just like this poster on the wall,
it worked really well and it was easy to execute. But if comments for the
actual strategy are needed, it is harder to get a response. So, it really
depends on the situation.”

Sports club (2017d)

The strategy was modified during the year 2015, even though it was the already the

first year of implementation. The idea was to have a flowing document, not a plan
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set in stone. The first draft was ready by the end of 2014 and with the help of feder-
ation X’s executive manager a current situation analysis of the club was made, the
strategy was compressed into a more condensed form, the SWOT-analysis of the
club was remade, and finally the strategy was finalized in the fall of 2015. The final
strategy was presented to members in December 2015. Only addition that has since
been made was the re-thinking the club’s values in 2016 which also implemented
the wall poster data collection method as well as a value meeting with club officials

and volunteers (Sports club Z, 2017e).

The entire strategy process of sports club Z is pictured in table 5. According to the
president of the club, it was difficult to find time to sit down and work on the strategy
rather than actually making the strategy. Also, being realistic with time resources
proved to be challenging. Realizing that it is more important to make a quality strat-
egy rather than having it ready straight away took patience but lead to better results.
The help of federation X’s executive manager was crucial for the final form of the
strategy along with the loose timetable. The president of sports club Z feels that
without the consultancy help the strategy would have not turned out as concise and
appropriate (Sports club Z, 2017d).

Sports club Z's strategy process for 2015-2019 strategy

Survey to coaches and instructors Spring 2014
Strategy process starts by the board July 2014
SWOT-analysis November 2014

First strategy draft, applying for federation X’s | Turn of the 2014-2015

club support program

Strategy consultancy from federation X’s execu- | April 2015-September 2015

tive manager

Presentation of final strategy to members December 2015

Implementation and adjustments 2015-2019

Table 5. Strategy process of sports club Z
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4.4. Cross-case analysis

In the previous subchapters, the strategy processes of each case company were
described separately. The aim of this cross-case analysis is to discover similarities
and differences between case organizations’ strategy processes and mirror them
against especially the strategic planning process models by Kriemadis & Theakou
(2007) and other existing strategy frameworks presented in chapter 2. The relation-
ship of a federation and a member club in each other’s strategy processes is also

reviewed. This research questions of this study will guide the analysis.

1. What are the similarities and differences between a national sports federa-

tion’s and a local sports club’s strategy processes?

All case organizations identified as an innovator organization from Thibault et al.’s
(1993) NSO strategy types, making their optimal strategy focus creativity. Innova-
tors should focus on creating strong regional programs and bonds with local organ-
izations (Thibault et al., 1993). Especially federation X agrees with this. The aim is
to create stronger regional bonds between member clubs and have more clubs in-
volved in the decision-making of the federation. Also, the federation’s work with the
strategy consultant led to the conclusion that to get better results in the future, the
federation shouldn’t only respond to the demands of their member clubs but try to
think creatively, outside the box, to respond the future needs of the members (Fed-
eration X, 2017c). None of the NSOs had heard of Thibault et al.’s (1993) strategy
types and the organization life-cycle model was not familiar to most of them either.
All organizations thought of themselves mostly as innovators due the current state

of the sport as well as their organizational structure and situation.

Even though all organizations identified as innovators and thought themselves to be
more or less in the same organizational phase, the strategy processes of all three
case organizations differ from each other, as seen in tables 3, 4 and 5. All strategy
processes were led by the board and different ways to involve stakeholders and
members were used throughout the processes. Federation X started out by brain-

storming ideas for a future vision, sports club Y started out by gathering data from
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previous surveys and through a new survey, and sports club Z started out with data
collection and a SWOT-analysis. Federation X gathered data through an online sur-
vey and member strategy seminar after the initial brainstorming session, and sports
club Z collected data throughout the strategy process via workshops, meetings and

wall posters.

The strategy process of each organization can be described as adaptive because
the organizations have decided to make changes to align themselves with stake-
holder needs and environmental changes instead of trying to change the percep-
tions of stakeholders (interpretive) or trying to deal with competitors to reach organ-
izational goals (linear) (Chaffee, 1985). All three case organizations consulted their
members and key stakeholders in order to come up with strategic goals and proce-
dures to reach those goals. The strategy surveys of both federation X and sports
club Y also asked stakeholders to vision future environmental changes and trends
that would potentially affect the organization the most. These answers were then
reviewed and contemplated by the board and the most critical issues were taken
into account in the strategy (Federation X, 2017c; Sports club Y, 2017d).

Kriemadis & Theakou (2007) presented five strategic planning models for NSOs.
Compared to those models, all three case organizations followed different models.
Sports club Z’s approach was very issue/goal based because they really started out
with a SWOT-analysis which helped to decide the most critical strategic issues and
goals. They also applied the organic/self-organizing model during the first year of
implementation because the strategy was continuously modified and viewed as an
on-going process. Federation X’s and sports club Y’s strategy processes are a mix-
ture of both the basic strategic planning model and the issue/goal based model.
Especially federation X's strategy process was very much vision and goal-driven
and the mission of the organization was discussed in detail throughout the process
(Federation X, 2017c). Sport club Y’s strategy process has some features of align-
ment model as well, because of well-working everyday operations and the coaching
initiative needed fine-tuning and adjustments but were not completely new issues

or goals (Sports club Y, 2017d). Overall, the issue/goal based model fits all case
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organizations strategy processes to some extend and features of other models com-

plement the model.

Both federation X and sports club Y have had strategies before so they felt it was a
logical continuum to create a new one. Both organizations decided to create strate-
gies differently than before, federation X focusing on visioning and loose guidelines
rather than specific yearly plans, and sports club Y wanted to have exact goals,
procedures and annual plans that had not existed in the first strategy (Federation X,
2017c; Sports club Y, 2017c). Federation X’s process was very much vision first,
and sports clubs Y and Z’s planning centered around tackling of challenges and
overall organizational development. For sports club Z, the core idea behind creating
a strategy was to have direction for the organization and to focus on the core func-
tions, mission of the organization (Sports club Z, 2017d). The SWOT-analysis in the
beginning clarified the areas that needed the most attention in order to achieve qual-

ity services and operations (Sports club Z, 2017d).

All organizations used SWOT or SWOT-like analysis sometime during their strategy
process. Federation X conducted an environmental analysis both with the member
clubs and with the guidance of the strategy consultant (Federation X, 2017c). Sports
club Z utilized SWOT-analysis in the beginning and starting point —surveys with the
assistance of federation X's executive manager (Sports club Z, 2017d). Sports club
Y did not apply other management tools in their strategy process apart from a
SWOT-analysis (Sports club Y, 2017d). Both sports clubs tried to find strategy-re-
lated information on the internet, but did not find any strategy manuals that are
aimed at associations (e.g. Heikkala et al., 2014). President of federation X remem-
bers to have read some manuals before the strategy process but did not apply them

during the process (Federation X, 2017c).

The help of an outside consultant proved to be irreplaceable to both federation X
and sports club Z. The president of federation X believes she could have not done
the same kind of strategic planning and brainstorming process without the expertise
of the Olympic Committee’s consultant (Federation X, 2017c). President of sports

club Z valued the involvement of federation X because with the help of the executive
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manager, the board was able to really find the core strategic points and goals and
focus on carrying out their mission. She feels without the help of the executive man-
ager, their strategy would have not turned out as good as it did (Sports club Z,
2017d). Sports club Y did not have outside consultancy during their strategy pro-
cess, but they received comments on the final strategy from the club developer of
the regional sports association. The president of sports club Y feels that the regional
sports association is the natural place to get guidance from, but also acknowledges
that their regional association is much more involved than in other regions. (Sports
club Y, 2017d). Sport club Z for example did not receive any help from their regional
sports association because at the time of the strategy process the relationship with

the regional association was not as established as it is now (Sports club Z, 2017d).

All three organizations feel that narrowing down to the key strategic points for strat-
egy was hard. The growth rate of the sport and the organizations makes it difficult
to slow down and focus on only certain areas when there is still so much to do and
new opportunities arise all the time. Focusing on mission has helped the organiza-
tions to align their resources in a way that produces quality operations and fulfills
their mission (Federation X, 2017c; Sports club Y, 2017d; Sports club Z, 2017d).

Focusing on mission also serves as a buffer from the expectations of society. There
is an increasing demand for sports organizations to take on more responsibility in
the well-being of citizens and state (ltkonen et al., 2000, 127-129; Heikkala, 2005,
49). NSOs can answer these societal needs without compromising their own mis-
sion. Sports club Z for example has positioned itself as a competitive sports club
with some hobby teams (Sports club Z, 2017d), but they do not have to offer recre-
ational sports to everyone because it is not part of their mission. Sports club Y on
the other hand decided not to pursue producing teams and services specifically to
males because currently their members are mainly female and only female on com-
petitive levels (Sports club Y, 2017d). Both organizations still take responsibility in

moving citizens, but in their own way.

All three case organizations have taken on the trend of professionalization in the

sports sector. Federation X has spent time deciding on what kind of employees and
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what kind of competence the organization needs in order to reach their strategic
goals (Federation X, 2017c). Sports club Z has decided to both employ individuals
as well as outsource special competence such as physical and mental coaching
(Sports club Z, 2017d). The role of commercial actors in the sports sector is under-
stood and for example, federation X has decided to let commercial actors take more
role in producing camps and coaching instead of trying to compete with them by
offering more camps and coaching (Federation X, 2017c). The importance of volun-
teers is widely recognized and appreciated but also the bigger trend of decline of

voluntary work is acknowledged (Federation X, 2017c; Sports club Y, 2017d).

All three organizations feel that one of the most difficult parts of the strategy process
was to get comments for the actual strategy before final acceptance. Federation X
would have liked to get more comments, even just agreements, from member clubs
(Federation X, 2017c). Sports club Y would have liked to get a comment from fed-
eration X and more comments from stakeholders, especially those tightly involved
in the organization (coaches, team parents) (Sports club Y, 2017d). Sports club Z
also struggled to get comments for the final strategy from coaches and instructors
(Sports club Z, 2017d).

Sports club Z feels it was hard to start the strategy process and find information on
conducting a strategy. The club feels that the quarters who offer guidance and in-
formation should market themselves more and make their information readily avail-
able and easily accessible to clubs (Sports club Z, 2017d). The president of sports
club Y also would have longed for help in the beginning of the strategy process, for
example a kick-off seminar with an outside consultant for the board to get a unified
sense of strategy. She feels that the process could have been easier and less com-
plicated with a running start. Unfortunately, lack of financial resources stopped them
from getting outside consultancy (Sports club Y, 2017d). All three organizations feel
that having an accessible strategy manual for NSOs would be valuable in future
strategy processes (Federation X, 2017c; Sports club Y, 2017d; Sports club Z,
2017d).
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All three organizations decided not involve values in their initial strategy process.
Federation X wants to have the value discussion with member clubs in the future
because it would have taken too much time to do it alongside with the strategy pro-
cess (Federation X, 2017c). Sports club Y had renewed their values in 2016, so
there was no need to rethink them during the strategy process (Sports club Y,
2017d). Sports club Z added values to their strategy in 2016 by gathering data from
stakeholders via wall posters and then having a value discussion with key officials
(Sports club Z, 2017e).

The strategy process of all three organizations were management led and the board
was in charge of the process. The president of board in each organization was in a
central role for ensuring a successful and well-executed process. Stakeholders were
widely consulted and the employees were closely involved in some parts of the
strategy process. The final strategy was composed by the board in each organiza-
tion and presented to members for approval. Even though all presidents agree that
the strategy will serve the board and employees as a guideline on how to run oper-
ations, the actual beneficiaries of the strategy are the members of the organization.
In the case of federation X, that is all the member sports clubs. In the case of sports
clubs Y and Z, it is all the athletes (Federation X, 2017c; Sports club Y, 2017d;
Sports club Z, 2017d).

A summary of a NSO strategy process based on the case organizations’ processes
is seen in figure 3. It summarizes the idea that the first few steps of the strategy
process, mission, analyses, vision & goals, and data from stakeholders can be ar-
ranged in an order that best supports the organization’s goals and objectives. They
should all be taken into account during the strategy process, but the order in which
they are executed does not matter. The resources and situation of the organization
determine the process. The figure is tuned down to include only the very basics of
a strategy process. An organization can choose to include also for example values,
wider current, environmental or future analyses, other strategy process benchmark-

ing, or exact operational plans and budgets.
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tation
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Adjustments

Figure 3. NSO strategy process

The NSO strategy process pictured in figure 3 is applicable to both a federation and
a sports club. No key differences between federation X’s and sports club Y’s and
Z’s strategy processes were identified. All NSOs should focus on their own mission,
vision and goals, apply necessary analyses to identify both the organization’s inter-

nal and external factors, and collect data and assess key stakeholders for the strat-

egy.

2. How does a federation play a role in the strategy process of a member or-

ganization and vice versa?

The opinions on the role of a federation and member organization in each other’s
strategy processes varied. Federation X feels that their member clubs had all the
decision-making power in the strategy process of the federation (Federation X,
2017c). Sports club Z feels they had plenty of opportunity to take part in federation
X’s strategy process. The president of sports club Z feels that the final strategy of

federation X reflects the conversation between the federation and member clubs
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throughout the strategy process. Sports club Z thinks that it was easy for them to
bring up their own wishes and agenda for the federation’s strategy, but mainly be-
cause their ideas with the federation were so similar (Sports club Z, 2017d). The
president of sports club Y feels that she has been able to influence the strategy
process of federation X by bringing up parts of the club’s strategy and gotten focus
for that on federation level. However, she feels that the federation and their club do
not share the same strategic objectives because the federation was not interested

in their club’s strategy process. (Sports club Y, 2017d).

Federation X feels that the relationship with active clubs is great and there is a lot
of both-way communication. Communication with small, non-active clubs is difficult
because federation X does not know how to reach them. The aim is to develop
stronger regional activities where bigger and stronger clubs will approach smaller
and newer clubs and try to get them involved. The president of federation X brings
up the fact that it is important to involve all kinds of clubs in decision-making because
now it is the same active and big clubs who dominate the discussion and it should
not be like that (Federation X, 2017c). Sport club Z agrees that bigger, active clubs
have all the opportunity they need to influence federation X’s choices. They also
bring up the disparity between loud and silent member clubs and hope that federa-
tion X can activate smaller clubs in the future to get more comprehensive opinions
from member clubs. The club hopes to see more grass roots level opportunities to
take part in decision-making (Sports club Z, 2017d). Sports club Y feels that their
relationship with federation X is good and the dialogical connection is strong. How-
ever, the club feels that now that they have grown into what federation X classifies
as a big member club, the number and quality of services had dropped. As a smaller
club, they felt they received more consultation and help from federation X and now
they feel they need to support smaller clubs and share their knowledge in things

more than what they get in return (Sports club Y, 2017d).

The simultaneous strategy process of federation X and sports club Y did not receive
much attention. The president of sports club Y feels that she has multiple times tried
to tell federation X about their ongoing strategy process, but federation X has not
acted on it (Sports club Y, 2017d). The president of federation X has not noticed the
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simultaneous strategy process of sports club Y (Federation X, 2017c). Sports club
Y feels that the simultaneous strategy process has been an advantage to them in
terms of the survey base and the possibility to slip their ideas into the federation’s
strategy. Also, the strategy process of federation X has given ideas and tips to the
club on what things to consider during the strategy process and in the final strategy.
Sports club Y feels that their expectations for simultaneous strategy processes were
high but because it was not taken advantage of by the federation, the club feels that
maybe federation X and sports club Y do not share the same strategy objectives.
The president of sports club Y feels that the simultaneous strategy process turned

out to be a missed opportunity (Sports club Y, 2017d).

Federation X feels that it is their job as a federation to be a trailblazer and help clubs
find the key points in federation X’s strategy that affect them and take them into their
own strategies. Simultaneous strategy process is not viewed as a threat because
federation X feels that their work is much more on national scale and the sports club
operate on a regional and local level and their actions should not interfere with each
other (Federation X, 2017c). In the future, sports club Y feels that a common strat-
egy seminar or a workshop where clubs can work on taking federation X’s strategic
initiatives into their own strategies and activities is needed. More communication
and opportunities for communication are appreciated. Sports club Y hopes that the
federation will give clubs tools and information on how to implement the federation’s
strategy and integrate it to the clubs’ own strategies. Especially for the regional de-
velopment, sports club Y hopes that federation X will compensate for the work that
local clubs have to do in order to develop regional network and activities (Sports
club Y, 2017d).

Sports club Z also feels that for federation X to get the most out of their strategy and
to implement their strategy, they need to take better advantage of their member
clubs. A simultaneous strategy process could be helpful in a way that it gives feder-
ation X an opportunity to shape member clubs’ strategies. Although, sports club Z
wonders if differing strategic opinions would hamper the opportunity. The president

of sports club Z points out that federation X’s annual Sinettiseura project would be
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good place for federation X to shape the ideas and thinking of member clubs (Sports
club Z, 2017d).

There is a common consensus that in the future the role of regional correspondents
and member clubs committee is vital for development of the relationship between a
federation and members. Federation X wants to engage smaller member clubs in
the decision-making of the federation and that is to be achieved with the help of
regional activities and bigger clubs. Federation also want to engage sports club vol-
unteers in the operations and decision-making process of the federation even more
(Federation X, 2017c). Sports club Y feels that the regional activities will help stra-
tegic planning in the future the most, because it gives clubs and the federation a
better understanding of the special characteristics of each region and an ability to

respond to regional demands better (Sports club Y, 2017d).

When it comes to the strategies of sports clubs, federation X feels that they do not
try to influence the strategic choices of member clubs, but they do offer the help of
executive manager for the strategy process. Federation X feels that most of their
member clubs do not have strategies so their main focus is to encourage them to
document organizational processes and after that create strategies for future. For
example, their Sinettiseura process encourages member clubs to document every-
thing in a set manner and develop their operations so that they fit the quality criteria
of Sinettiseura (Federation X, 2017c). Sports club Z feels that federation X did not
try to influence their strategy or push any agenda on them during the planning pro-
cess. The aid they received was more focused on sparring and helping the club
come to their own conclusions about their strategic needs. The club also did not
benchmark the federation X’s or Finnish Olympic Committee’s strategy but focused
on their own ideas and results drawn from data collection (Sports club Z, 2017d).
Sports club Y feel they did not get any help for their strategy from federation X. The
club would have appreciated tools and sparring during the strategy process, but
mainly they would have liked to get comments for the final strategy (Sports club,
2017d).
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Federation X understands that there are parts in their strategy that require execution
from member clubs and they need to think how the execution of these parts will
happen. In the strategy seminar before the fall conference, the member clubs brain-
stormed ideas for the implementation of strategy and came up with initiatives that
they themselves could take on to carry out the strategy (Federation X, 2017c).
Seems that the member clubs are willing to implement the strategy of federation X

without pressure from federation to do so.

Overall, there is some sense of disregard and disinterest. Many member clubs do
not want to get involved in federation X’s strategy process and members of sports
clubs do not want to get involved in the clubs’ strategy process. Federation X does
not try influence the strategies of member clubs, even though they understand that
their own strategy involves tasks only member clubs can put into practice. As fed-
eration X does not consider the strategies of international federations or the Finnish
Olympic Committee, the member clubs do not consider the strategies of federation
X in their own strategic planning processes (Federation X, 2017c; Sports club Y,
2017d; Sports club Z, 2017d). There is great potential to integrate strategic planning

processes, but so far it has not been exploited.

3. What kind of role does the level of procedural justice between a federation
and a member sports club play in the strategic planning processes of these

organizations?

The interviewees were asked to answer five procedural justice questions on a scale
of one to seven about the strategy process of federation X. The answers from each
organization were very similar to each other, which links to a high procedural justice

between the organizations. Complete list of answers is found in table 3.
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Federation X Sports club Y Sports club Z

Bilateral communica- 6 6 5

tion

Ability to refute

Local familiarity

Provision to account

a1 N| 0o O
al o N O
o O &~ O

Consistent decision-

making

Table 6. Results of the procedural justice survey

Biggest disagreements between the federation and member sports clubs lie in local
familiarity and provision of account. According to sports club Y (2017d), federation
X does not know or take into account the special challenges that sports clubs face
in their local settings. Federation X (2017c) on the other hand feels that they do
know the situation well, but rather lack in qualified and enthusiastic volunteers and
staff to address all regional issues. Sports club Z (2017c) feels that federation X
knows and can support well some clubs but not others. This is closely linked with
how the sport is readily available in some parts of the country but not in others (Fed-
eration X, 2017c). Sports club Y is part of a region that has less sports clubs, geo-
graphical distances between clubs is extensive and the area has only few bigger

and active sports clubs in comparison to other regional areas (Federation X, 2017d).

Federation X feels that their member clubs hold all the decision-making power in
the strategy process because at the fall conference of the federation, the sports
clubs voted on the final strategy which was passed unanimously. Also, the federa-
tion believes their member clubs have had enough opportunities to express their
views and concerns regarding the strategy (Federation X, 2017c). Sports clubs Y
and Z feel that they have had enough opportunities to affect the strategy and ex-
press their opinions during the process, but to some extend do not agree that diver-
gent opinions have been considered as much as convergent opinions (Sports club
Y, 2017d; Sports club Z, 2017c¢).
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Overall, based on the procedural justice survey, the procedural justice between fed-
eration X and member clubs is viewed as high, and there is very little variation be-
tween the answers of case organizations. The results of the survey go hand in hand
with the interviews. Both sports clubs feel that they have a great relationship with
federation X and federation X agrees that their relationship with bigger, active clubs
(such as our case clubs) is very good. Even though the strategic objectives of sports
club Y and federation X do not concur as much as they do between sports club Z
and federation X, the procedural justice between a club and federation is almost the
same from the clubs’ point of view. Sports club Y feels that they had great oppor-
tunity to impact federation X’s strategy even though the federation did not partake
in their strategy process. Sports club Z feels that the possibility to impact federation
X’s strategy was not as high as in the case of sports club Y, but the communication

with federation X during sports club Z’s strategy process was better.
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5. DISCUSSION AND CONCLUSIONS

The main research objective in this study was to find out what the nonprofit sports
organization strategy process is like and what is the role of a federation and a mem-
ber organization in each other’s processes. This was explored through three sub-
questions, that focused on finding the similarities and differences between a feder-
ation’s and a member club’s strategy processes, the role of a federation and a mem-
ber club in each other’s processes, and the role of procedural justice in the strategy

process of a federation and a member.

It cannot be said that there is only one type of strategic planning model for NSOs
but based on our case organizations, it can be said that all strategy processes in-
clude more or less the same parts: mission, SWOT-analysis or other similar anal-
yses, data gathering from stakeholders, vision & goals, implementation and adjust-
ments. This process is pictured in figure 3. In what order the first few steps happen,
depends on the organization and its needs. If the organization has a very clear vi-
sion, that should guide the strategy process and help the organization align its re-
sources in a way that the vision and goals can be reached. If an organization wants
to secure and develop its activities without a certain vision, a SWOT-analysis and
any kind of organizational and environmental analysis help in finding opportunities

and threats that need to be focused on in the future.

There were no clear differences between a federation and a member club in their
strategy processes. The differences in strategy processes between the case organ-
izations come from the objectives, resources and situation of the organization rather
than the association type. The procedures taken by our case federation X during
their strategy process are much the same as by member organizations. The only
difference can be the amount of resources used during the process. Federation X
organized multiple weekend long seminars that required financial efforts. The strat-
egy meetings of sports club Y and Z were less formal and required less financial
engagement from the organizations. The strategy consultant for federation X came

from the Finnish Olympic Committee, whereas the executive manager of federation
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X was the consultant for sports club Z. Sports club Y did not have an outside con-

sultant due to financial reasons.

The strategy processes of a federation and a member club proved to be very similar,
which could be because of the sport’s situation is similar on both national and local
level. The sport is rather new and marginalized, yet constantly growing and devel-
oping. All three case organizations are well established in their operations and re-
gion and have had steady operations for years. This creates the same kind of op-
portunities and challenges for both the federation and member clubs. All case or-
ganizations are also pretty close in age and on the same level in terms of organiza-
tional development and position on organizational life-cycle. As Thibault et al. (1993)
pointed out, the strategy process of a NSO is much driven by the situation and re-
sources of an organization. The homogeneous situation of all three case organiza-

tions probably led to similar strategy processes.

The similarity of federation X’s and sports club Y’s strategy process also comes from
the simultaneous strategy process, because sports club Y was able to copy for ex-
ample the online strategy survey of federation X. The president of sports club Y was
also the representative of the club in the federation’s strategy process, which helped
the club to absorb important and helpful procedures and ideas. Even though the
case NSOs say there was no direct benchmarking of strategies or strategy pro-
cesses of other organizations, the close relationship between the organizations

could have shaped the strategy processes to a similar outcome.

A strategy process is not viewed as challenging, and the analyses taken by the case
organizations were thought of as helpful and not overly complex. The two organiza-
tions that used outside consultancy, viewed it as a key asset and felt it was very
useful to get the best possible kind of strategy. Sports club Y would have also liked
to have had consultancy during their strategy process. Based on this, it can be
stated that an outside consultant is desired and beneficial to a NSO’s strategy pro-
cess. Overall, all case organizations were happy with the strategy process and

looked at it as quite straight-forward and just reasonably demanding.



73

All case strategy processes were management led and the president of the board
was the key person for organizing the strategy process. All our case NSO presidents
have been involved in their organizations and the sport for quite some time. They
have created good connections with stakeholders and present active and involved
organizations. The president of federation X and sports club Y have also imple-
mented earlier strategies of their organizations and based on that experience had a
strong opinion on how the new strategy should be like. The strategy processes of
these two organizations were quite compact and straight-forward. Sports club Z
modified their strategy throughout the first year of implementation and viewed strat-
egy more as an on-going process than the other two organizations. They did not
find the process to be any more difficult than the other organizations. The strong
organizational background of the presidents could have resulted in such a positive
view of the strategy process. The clubs believe that the strong relationships with the
federation and/or regional sports association helped them seek for help and consul-

tancy and enabled the strategy process to be so effortless.

When it comes to the role of a federation and a member club in each other’s strategy
processes, there is some imbalance in the relationship. Active and bigger member
clubs are much involved in the strategy processes of the federation but many
smaller clubs are not involved at all. Federation is not as involved in the strategy
processes of the member clubs, even though they recognize the importance of
member clubs for the implementation of the federation’s strategy. There seems to
be an overall lack of involvement especially during the commenting round. Member
clubs are not willing to comment on the strategy of the federation, and federation,
stakeholders and members of sports clubs are not willing to comment on the strat-
egy of the sports club. Lack of resources to get involved came up in the interviews.
Smaller clubs do not have resources to get involved in activities outside their own
core functions (Federation X, 2017c; Sports club Z, 2017d) and the person respon-
sible for club development in federation X (the executive manager) does not have
enough time to get involved in each club’s strategy process (Sports club Y, 2017d).
Resources in NSOs are always scarce (Ritchie et al., 1999), so that can limit the

involvement in participating commenting other’s strategies.
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All case organizations seem to view the strategy process as their own, individual
development plan. It is made to reach their goals and tackle their challenges. Even
though our case organizations have widely included stakeholders in the strategy
process, they have not considered the strategies of other organizations. There
seems to be great potential and even will to integrate the strategies of a federation
and member clubs, but so far that has not been done. Based on the attitudes of the
interviewees towards this subject, there might be more utilization of other organiza-

tions’ strategies in the future.

So far, the similarities in strategies between a federation and member clubs come
from similar interests and goals, and not from benchmarking others. Sports club Z
shares the same strategic objectives as federation X, and there seemed to be great
involvement both ways during their strategy processes. Sports club Y’s strategic
objectives differ from federation X’'s to some extent, and the involvement of these
two organizations in each other’s strategy processes was significantly lower than it
was between federation and sports club Z. Similarity of strategic interests could
have an impact on the level of involvement in the strategy processes of a federation

or a member club, even though the scarce time resources also played a role.

The level of procedural justice was high between the case NSOs which correlates
with the interviewees opinions on a great relationship between federation X and
member clubs. However, due to a small number of case organizations and highly
similar answers on the procedural justice survey, no statistically relevant conclu-
sions can be drawn. The results of the survey do support the opinions discussed in
the interviews. Based on the empirical data, there seems to be a link between high
procedural justice and similarity of strategy between a federation and a member
club. There could also be a link between procedural justice and the involvement of
a federation and a member club in each other’s strategy processes. Sports club Z
had slightly higher procedural justice scores than sports club Y, and the federation
was much more involved in their strategy process than in sports club Y’s. Based on
this research, the level of procedural justice can affect the strategy process of a
federation and a member club. A higher level of procedural justice correlates with

higher involvement of organizations in each other’s strategy processes.
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5.1. Theoretical contributions

The case organizations all had different strategy processes that trailed the strategic
planning models of Kriemadis & Theakou (2007). Instead of clearly fitting one model,
all organizations presented features of multiple models. The issue/goal based model
serves best as an outline for strategic planning with some traits of other models.
This study confirms the findings of Thibault et al. (1993) and Heikkala (2005, 135)
that there is no one way to strategize in nonprofit sports organizations. The deter-
mining factor behind the order of strategy process should depend on the situation
of the organization (Thibault et al., 1993). This research also points out that there is
no clear difference between a federation’s and a sports club’s strategy process. The
resources and situation of an organization play a bigger role in the strategy process

and the type of association.

This research tested the NSO strategy types in the Finnish sports sector and proves
that the types are applicable also to NSOs in Finland. This study also confirms that
the strategic approaches of an innovator organization by Thibault et al. (1993) in-
clude creating strong regional programs and bonds with local organizations. Case
federation X and case sports clubs Y and Z agreed that developing regional activi-
ties and bettering the communication and relationship between federation X and
member clubs is a key strategic initiative. The NSO strategy types made for national
level federations also work for local sports clubs and seems that the strategy focus

can also be applied to sports clubs.

This study was the first to examine the relationship of a federation and a member
club in each other’s strategy processes. There seems to be great potential to take
advantage of other organizations, their strategy and strategy process during a strat-
egy process, but so far, the opportunities have not been exploited in our case or-
ganizations. This could be due to the young age of case NSOs and lack of strategic
planning experience. Also, the lack of resources and dissimilarity of strategic objec-
tives can affect the low involvement in others’ strategy processes. The literature on

parent company and subsidiary strategy is applicable to federation-member club
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relationship in some ways. A subsidiary is more likely to implement the parent com-
pany’s strategic choices if they are also the interests of the subsidiary (Kim &

Mauborgne, 1993) and this is applicable to member clubs of a federation as well.

The concept of procedural justice was tested in NSOs for the first time. The findings
of procedural justice survey imply a high level of procedural justice between the
case federation and member clubs. There are also similarities of strategic objectives
between the organizations as well as similarities in their strategy processes. The
results of this study indicate that a high level procedural justice has a positive impact
on the strategy process of an organization. This research proves that parent com-
pany-subsidiary literature is applicable to federation-member club situation with

some modification.

5.2. Managerial implications

This study offers several managerial implications as strategic planning is a growing
trend in the nonprofit sports organization sector. This research enhances the im-
portance and need of strategic planning in NSOs and can help serve as a guide for
a strategy process in a NSO. This study points out reasons for involving a federation

and/or a member sports club in each other’s strategy process.

The strategy process of a NSO should include the following parts as pictures earlier
in figure 3: mission, analyses (such as SWOT), vision and goals, data from stake-
holders, implementation and adjustments. The first four should be applied in an or-
der that supports the goal of the strategic planning the best. An organization with
clear vision and goals should start with them and complement their strategy by con-
ducting analyses to help identify possibilities and disabilities, that affect the execu-
tion of their goals. An organization without a certain goal should start with data col-
lection from key stakeholders and/or different analyses to identify the key issues
and possibilities that can affect the organization in the future. No matter what the
order of the first steps is, it is important to include all of the steps before moving on

to implementation and adjustment phases.
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It is highly useful to engage an outside consultant in the strategy process. For fed-
erations, the help of the Finnish Olympic Committee is recommended. For sports
clubs, either the help of their federation or regional sports association is vital. Cre-
ating strong relationships with various stakeholders will enable the strategy process.
Also, finding low threshold ways to communicate with the stakeholders during the
strategy process is important to collect enough data and keep the communication
open and flowing. One way to measure the communication with stakeholders and
especially with federation/member club is to use the procedural justice survey. This
will reveal the organization what their strengths and weaknesses regarding commu-

nication are, and help figure out ways to improve them.

Even though each organization makes a strategy for themselves, it might be a good
idea to benchmark the strategy and strategy process of key stakeholder organiza-
tions. Especially for newcomers, there are both academic literature on strategy pro-
cess and as well as existing strategies of other sports associations. In case of a
federation, a strategy guide for member organizations might help the federation to
implement their own strategy. This study shows that organizations have trouble get-
ting started with the strategy process, which gives an ideal opening for federations
and other national and regional level sports associations to step in and guide NSOs
through the strategy process and possibly implement their own strategy process at

the same time.

It is important to realize the organization’s resources for both the actual implemen-
tation of the strategy but also for the strategy process. Case organizations in this
research pointed out, that sometimes time and financial resources are not enough
to conduct an ambitious strategy process. A strategy process should help the or-
ganization go forward and develop further, not be another requisite task to complete.
By taking the time to plan a strategy process that compliments the organization’s

needs and resources will carry out the best outcomes in the end.

The allocation of resources for the actual implementation of strategy is as necessary
as it during the strategic planning process. An ambitious plan is not applicable with-

out adequate resources. It is important for an organization to find the key factors
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they want to focus on in their strategy. Case organizations in this study agree that
prioritizing the key concepts for the strategy is one of the hardest parts. Due to scar-
city of resources NSOs often phase, prioritizing is most likely the only way to reach

organizational goals.

5.3. Limitations and future directions

This study has several limitations that give opportunities for future research. The
role of a federation and a member organization in each other’s strategy processes
had not been studied before. This research sheds light on the topic, but due to the
small number of case organizations, the results of this study cannot be statistically
generalized. It would be important to conduct a much wider study including several
heterogeneous federations and their member clubs to draw conclusions on the role
of a federation and member clubs in each other’s strategy processes and also to

find out if there are differences in strategy processes from sport to sport.

This study proved that Thibault et al.’s (1993) NSO strategy types are applicable to
sports clubs as well. In our case organizations, it seems that the situation and age
of the sport was a determining factor for the NSO type rather than the type of the
association. The NSO strategy types should be studied within various sports to see
if sports clubs can represent multiple strategy types inside one sport. In Finland,
there are usually only one federation per sport, which means the variation of NSO

strategy type between federations inside one sport cannot be studied.

The sample size for procedural justice survey between a federation and member
organization was too small to be statistically important. The concept does appear to
function in NSO setting which should be studied further. An extensive quantitative
research involving several federations and their member clubs could provide much
needed theoretical background on the functionality of the concept in NSO setting

and to validate the findings of this study.

The findings of this study represent just one sport in Finland and cannot be gener-

alized to other sports or other countries. The results of this study do serve as a base
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to extend the research on NSO strategy process to other sports and other countries.
Especially, the Nordic countries share a similar federation — member club composi-
tion that could be used for further research context. Overall, the strategy of nonprofit
sports organizations is a trend in the field of strategy and NSO research that needs
more attention in the future. The results of this study will serve as stepping stone for

much detailed research in the future.
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APPENDICES

Appendix 1. Institutionally Specific Design Archetypes for NSOs (Kikulis et al. 1992)
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Table 1. Institutionally Specific Design Archetypes for NSOs
Kitchen Table Boardroom Executive Office
Organizational
Values
Orientation Private, volunteer Private, volunteer Private volunteer
nonprofit (member- nonprofit (public & nonprofit (govern-
ship & fund raising)  private funds) ment & corporate
funds)
Domain Broad: mass-high Competitive sport Narrow: high
performance sport  opportunities performance sport
Principles of Minimal coordina-  Volunteer hierarchy;  Formal planning;
Organizing tion; Decisions Professionally assisted Professionally led and
making by volunteer volunteer assisted
executives
Criteria of Membership Administrative International success
Effectiveness preferences; Quality efficiency &
service effectiveness
Organizational
Structure
Specialization Roles based on Specialized roles & Professional technical
interest & loyalty committees & administrative
expertise
Standardization Few rules; Little Formalroles, rules, Formal roles, rules,
planning & programs & programs
Centralization Decisionsmade bya Decisions made by Decisions
few volunteers the volunteer board decentralized to the
professional staff

Appendix 2: Interview questions

Federation in general:

1. Who are you and what is your role in the federation?
2. Describe the federation shortly. Mission statement, organization, size, his-

tory etc.

What is the operational environment of the federation? Competitors?
Federation’s strengths and weaknesses shortly

Any other information about the federation?

In what phase of the organization lifecycle would you place the federation?

o0k w

(attachment 1)

~

What NSO strategy type fits the federation in your opinion? (attachment 2)



Strategy process

8. Why have you decided to engage in strategy process? Why do you think a
strategy is important?

9. What do want to achieve with the strategy?

10.Who is the target audience/benefiter of the strategy?

11.Who have been involvement of the strategy process?

12.Describe the strategy process step by step

13.What tools have been utilized in strategy process?

14.What was easy/turned out well in the process? What was challenging/didn’t
turn out as expected?

Relationship with member organizations

15.How would you describe the relationship between federation and member
organizations?

16.What was the role of member organizations in the federation’s strategy pro-
cess? Would federation wanted to have more/less involvement from mem-
bers, why?

17.Does federation try to influence the strategy processes of their members?

18.Has the simultaneous strategy process of members been visible to federa-
tion? If yes, has it been beneficial/counterproductive to federation’s strategy
process?

19.Would a member’s simultaneous strategy process pose opportunities or
threats to federation’s strategy process in the future?

20. In the future, how could members be better utilized in federation’s strategy
process?

Relationship with other organizations

21. Has the strategy of European federation, International federation or Finnish
Olympic Committee affected federation’s strategy/strategy process? How?

22.Has federation been able to take part in the strategy process of these or-
ganizations? How?

Sports club in general:

1. Who are you and what is your role in the sports club?

2. Describe the sports club shortly. Mission statement, organization, size, his-
tory etc.

What is the operational environment of the sports club? Competitors?
Club’s strengths and weaknesses shortly

Any other information about the club?

In what phase of the organization lifecycle would you place the club? (at-
tachment 1)

What NSO strategy type fits the club in your opinion? (attachment 2)

ok w

~



Strategy process

8. Why have you decided to engage in strategy process? Why do you think a
strategy is important?

9. What do want to achieve with the strategy?

10.Who is the target audience/benefiter of the strategy?

11.Who have been involvement of the strategy process?

12.Describe the strategy process step by step

13.What tools have been utilized in strategy process?

14.What was easy/turned out well in the process? What was challenging/didn’t
turn out as expected?

Relationship with federation

15.How would you describe the relationship with federation?

16.What was the role of federation in the club’s strategy process? Would club
wanted to have more/less involvement from federation why?

17.Does federation try to influence the strategy processes of their members?

18.Has the simultaneous strategy process with federation been benefi-
cial/counterproductive to club’s strategy process? (Only sports club Y)

19.Would a federation’s simultaneous strategy process pose opportunities or
threats to club’s strategy process in the future?

20. In the future, how could federation be better utilized in club’s strategy pro-
cess and vice versa?

Interview attachment 1: Organizational life-cycle model
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Interview attachment 2: NSO strategy types

Enhancer Innovator Refiner Explorer
Program attrac- High Low High Low
tiveness
Competitive posi- | Strong Strong Weak Weak
tion
Focus of strategy | Optimizing Creativity Fine-tuning Trial & error
Structure Complex Simple Complex Simple
Accessibility High Medium-low | High Low
Dependence on Low Medium Low High
government
funds
Age of NSO Mature Young Mature Young
Linkages with Established | Weak Established Weak
stakeholders
Experience with Extensive Minimal Extensive Minimal
domestic sport
Correspondence | Executive Boardroom/ Executive Of- | Kitchen Table
to Kikulis et al. Office Kitchen Table | fice/ Board-
(1992) organiza- room
tion type

Appendix 3. Procedural justice questions

On a scale of 1-7, how well do the following statements describe the relationship
between federation X and sports clubs during the strategy process of federation X:
1=not at all, 7 = very much

How well has the bilateral communication between federation and clubs worked
during the strategy process?

1 2 3 4 5 6 7

How big of a change have the clubs had to influence and question the decisions
regarding the federation’s strategy?

1 2 3 4 5 6 7



How well does federation X know the circumstances and environments of clubs?

1 2 3 4 5 6 7

How much influence have the clubs had over the final choices regarding the feder-
ation’s strategy?

1 2 3 4 5 6 7

Has the federation’s strategy process been impartial and fair amongst all member
clubs?



