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1 The management challenges of football 
The reasons why football clubs win or lose, make profits or losses, are perhaps the central 

questions in football management research. The causes of a club’s success or failure are 

inextricably tied to questions such as: Why clubs differ, how they act on and off the pitch, how 

they choose strategies for performance on the pitch and within the club on different levels, and 

how they are managed. While much of research on football has a more national focus, it also has 

become increasingly apparent that any quest for the causes of a clubs success must also confront 

the reality of international competition, the difference in governance structures of the game and 

the striking differences in the performance of clubs in different nations (Gammelsæter and 

Senaux, 2011; Hamil and Chadwick, 2010; Söderman, Dolles and Dum, 2010). Yet, the question 

of why clubs win or lose raises a still broader question. Any effort to understand ‘success’ in a 

broader sense of a football club must rest on an underlying economic and managerial theory of 

the industry, where the clubs are the actors. In recent years, the world of football has been 

referred to more and more as an industry in its own right. Its characteristics have been getting 

closer to those of services or the entertainment business, as people worldwide may choose 

whether to go to the cinema, an amusement park, or to the stadium to watch a match. The 

ranking of football as a business activity has risen in the economies of those countries where 

football is promoted as a national sport. In many of these countries, it represents today a large 

percentage of a nation's GDP (gross domestic product), because football events also drive a 

considerable number of other sectors, such as media and different services like catering and 

transportation. 
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Competitive advantage in the football business cannot be examined independently from each 

actors’ (the clubs’) competitive scope. The purpose of this chapter is therefore to develop and 

introduce a ‘network of value captures’ encompassing a football club’s competitive scope, 

defined as a number of value captures (the array of product offerings and different customer 

groups served), the strategic vision and the extent of coordinated strategy. Competitive 

advantage of a football club is attained within some scope, and the choice of value capturing 

activities, defined as the relationship between value captures, is therefore an important decision 

making and a decisive task to professional football club management.  

 

The complexity, the specifics, and the changing nature of the football business and its 

environment strain conventional approaches to theory building in management sciences and 

hypothesis testing. Early sport management research offered no theory for examining the 

professional football club and its business environment. Streams of research in strategic 

management on how to create and maintain competitive advantage as well as research in 

marketing on value and its co-creation are used as a basis to develop the network of value 

captures in football club management (section 2). To advance both knowledge and practice, we 

will emphasize in this chapter a framework approach to theory building rather than developing a 

model of the football business (section 3). The framework and its three components: Seven value 

offerings, six customer categories, and management’s strategy intent and strategies, will be 

introduced in detail in the following section 4. We will end this chapter by providing some 

conclusions as well as ideas how the network of value captures could be applied in future 

research and used in practice (section 5).  

 

The network of value captures for professional football club management, as introduced in 

section 4 of this chapter, benefited much from the discussion succeeding its initial presentation at 

the Academy of International Business 2005 annual meeting and the circulation of the 

subsequent working papers printed at Stockholm University (Stockholm, Sweden) and the 

German Institute for Japanese Studies (Tokyo, Japan) afterwards (Dolles and Söderman, 2005b, 

2006). All the comments received have led to an revised version of the article, first to be 

published with the Austrian Economic Papers in 2008 as “The Network of Value Captures: 

Creating Competitive Advantage in Football Management” (Dolles and Söderman, 2008)i. This 

framework was presented and discussed at various conferences and workshops, thus involving 

practitioners from the football industry as well as academics in the field. The network of value 

captures in football club management presented in this chapter of the Handbook on Research on 
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Sport as a Business is an extension and revision of the earlier 2008 version and reflects the 

development in the football industry. It also incorporates the changes suggested by Dolles and 

Schweizer (2010) in regard to football services and the relationship between clubs. An 

application of the initial framework on the development of the Japanese professional football 

league is made by Dolles and Söderman (2005a, 2011a, 2011b) and was discussed at research 

seminars at Chuo University and Waseda University in Tokyo. 

 

2 The conceptual background in marketing and strategic management 
 
The service society requires a tangible product combined with a certain set of services to be 

successful (Normann, 2001). Expected by consumers, this service stage has nowadays become so 

rooted and so prevalent that in many industries it is becoming commoditized. In order to 

differentiate themselves on the market many companies need to move beyond services into 

‘experiences’ or ‘entertainments’ (Holbrook, 1996; Levitt, 1983; Wolf, 1999). The concept of 

entertainment is closely related to experienced value, which can defined as “an interactive 

relativistic preference experience” (Holbrook 1996: 138). A myriad of research has recently been 

conducted in the area of value and perceived value as described in the preceding section, 

however, little has been done in regard to describing entertainment value or experience value. 

 

Value and the notion of value as co-created are fundamental concepts within contemporary 

marketing research and practice and according to some, marketing research is now experiencing 

a ‘co-creation paradigm’ (Pongsakornungsilp and Schroeder, 2009). Although, existing literature 

has predominantly focused on conceptualizations of value and value creating processes (e.g. 

Grönroos, 2011; Normann and Ramirez, 1993; Prahalad and Ramaswamy, 2004; Vargo and 

Lusch, 2004) and on how consumers integrate resources to create value in their consumption 

practices (e.g. Arnould, Price and Malshe, 2006; Schau, Muniz Jr and Arnould, 2009), little 

attention has been devoted to how firms and other stakeholders interact, and how they capture 

value each stakeholder group by itself or as co-creation in-between. 

 

Because of a proliferation of products and competitors, many companies are being forced to 

innovate beyond tangible products and commoditised services to create more value for their 

customers. To differentiate their offers they are creating and managing customer experiences 

(Kotler and Amstrong, 2010). Pine II and Gilmore (1999) believe that those experiences are an 

offering distinct from ordinary services. In their view, customer experience matters more than 

the economic experience. If people are able to buy goods and services at the lowest possible 
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prices, then they seek to take their hard-earned time – and harder-earned money – to spend it on 

more engaging, more memorable, and more highly valued experiences (Pine II, 2011). As a 

consequence, experiences must provide a memorable offering that will remain with the consumer 

for a long time, but in order to achieve this, he or she must be drawn into the offering such that a 

sensation is felt. And to feel that sensation, the consumer must participate actively. This requires 

highly skilled actors who can dynamically personalize each event according to the needs, the 

response, and the behavioural traits of the consumer. This is labelled by Vargo and Lusch 

(2004), as a new service dominant logic supporting the customers’ role as co-creators of our 

economies. 

But the nature of football, or professional team sport in general, and its dependency on 

uncertainty complicates the analysis. Every individual sports consumer has his/her own thoughts, 

experiences and expectations of the game or events around the match – a ‘something else’ 

associated with the football experience. There are even two more layers to consider, as – first, 

sports consumers might want different product offerings at different times under different 

circumstances. Second, it is not one single product, service or entertainment that are offered in 

professional team sports, what could be termed as the competitive scope of a football club and 

what will become obvious later in section four. It is therefore the managerial task to evaluate, 

change, bundle and utilize the club’s resources (value captures), or as Hansen, Perry and Reese 

(2004: 1280) conclude: ”What a firm does with its resources is at least as important as which 

resources it possesses”.  

Our understanding of value captures is based on Barney’s (1991) conceptualization of resources 

and sustained competitive advantage. A football club’s resources can only be a source of 

competitive advantage when they are valuable and recognized by the customer, as stated by 

Dolles and Söderman (2011a: 233). Resources are considered to be value captures when they 

enable a football club to implement strategies (value capturing activities) that improve its 

efficiency and effectiveness. Valuable football club resources possessed by a large number of 

competing clubs cannot be sources of sustained competitive advantage, if a club is not 

differentiating upon them. A football club only enjoys a competitive advantage when it is 

implementing a unique value-creating strategy combining bundles of valuable club resources 

(value captures) recognized and accepted by the customer (by the customer’s groups).  

 

3 Methodology 
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It was proclaimed by Gummesson (2007: 233): “Why cannot we learn from its practice? Is it still 

that business schools only go to sociology and ethnography to learn about research and science? 

It certainly seems so when looking at the references to articles. How then are we going to 

establish methodology in business and management?” The ambition of this chapter is to 

construct a tool that enables a more profound analysis of the tasks associated with professional 

football club management – or more generally, associated with professional team sport 

management. In order to construct such a tool, two options are discussed in the literature (e.g. 

Porter, 1991) – the model-based economic approach or the framework approach. 

If we implement the model-based approach, we would abstract the complexity of the football 

business to isolate a few key variables based on certain selection criteria of the researcher whose 

interactions are examined in depth in research. This implies the creation of a wide range of 

situation-specific scenarios or, in other terms, several mathematical models of limited 

complexity. The normative significance of each model then would depend on the fit between its 

assumptions and reality. Porter (1991: 97) concludes, “no one model embodies or even 

approaches embodying all the variables of interest, and hence the applicability of any model's 

findings is almost inevitably restricted to a small subgroup of firms or industries whose 

characteristics fit the model's assumptions.” The model-based approach to theory building has 

been characteristic of economics research in the last few decades and has spawned a wide array 

of interesting models in both industrial organization and trade theory. As Porter (1991) points out, 

these models provide clear conclusions, but it is well known that they are highly sensitive to the 

assumptions underlying them and to the concept of equilibrium that is employed. Another 

problem with the model-based approach is that it is hard to integrate the many models into a 

general framework for approaching any situation, or even to make the findings of the various 

models consistent. “While few economists would assert that this body of research in and of itself 

provides detailed advice for companies, these models, at their best, provide insights into complex 

situations that are hard to understand without them, which can inform the analysis of a particular 

company's situation.” (ibid.: 98) 

 

Instead of developing a management model of a football club and in order to make progress in 

research, it was necessary to go beyond those limiting principles. Based on a mere wholistic 

understanding of a clubs competitive environment and its relative position in the market, our 

approach was to construct a framework for team sport management based on the football 

industry. A framework is particularly valuable, as it encompasses many variables and seeks to 
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capture much of the complexity. According to Porter (1991: 98), “frameworks identify the 

relevant variables and the questions which the user must answer in order to develop conclusions 

tailored to a particular industry and company. In this sense they can be seen as almost expert' 

systems.” The approach to theory embodied in the framework is contained in our choice of 

included variables, the way we organized the network of value captures, the proposed 

interrelation among the value captures, and the way alternative patterns of value captures and 

club management choices might affect outcomes.  

 

We need to be aware that when taken, the framework approach to the equilibrium concept is not 

precise. The development of frameworks embodies the notion of optimization, but not 

equilibrium in the normal sense of the word. Instead, and emphasized by Porter (1991), there is a 

continually evolving environment in which a perpetual competitive interaction between rivals 

takes place. It also needs to be mentioned, all relations among the variables incorporated in the 

framework cannot be rigorously drawn. A framework, however, seeks to help both – the 

practitioner as well as the researcher – to better analyze the problem by understanding the sport 

club and its environment, and by defining and selecting among the strategic alternatives 

available, regardless of what kind of team-sport industry (e.g. football, ice-hockey, handball) the 

club is going to compete in. 

 

These two approaches to theory building are not mutually exclusive. Indeed, they should create a 

constructive tension with each other as easily can be understood. The model-based approach is 

particularly valuable in ensuring logical consistency and exploring the subtle interactions 

involving a limited number of variables. Porter (1991: 98) writes: “Models should challenge the 

variables included in frameworks and assertions about their link to outcomes. Frameworks, in 

turn, should challenge models by highlighting omitted variables, the diversity of competitive 

situations, the range of actual strategy choices, and the extent to which important parameters are 

not fixed but continually in flux.” The need to inform practice as proclaimed by Gummesson 

(2007) from the start, has deemed it necessary to pursue the development of a framework for 

professional team-sport club management, rather than restrict our research on club management 

only to theories that can be formally modelled. In line with Porter (1991), we conclude that as 

long as the building of frameworks is based on in-depth empirical research, it has the potential to 

not only to inform practice but also to push the development of more rigorous theory. 
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The development of our network of value captures therefore utilizes an empirical based existing 

ways of value offerings by football clubs and investigations of customer groups’ behaviour. To a 

large extent empirical literature on stories of success or failure of professional football clubs are 

used to build the network. In addition, to confirm our findings we requested comments from 

football club managers, football associations’ officials and sport management experts during 

about 20 narrative interviews. Some comments were very general in nature or related to 

fundamental concerns about the cases and models we used or the assumptions we made. Other 

comments were more specific and very detailed in nature. We responded to the more general, 

broad-based comments, concerns, and issues in order to develop a general framework that can be 

applied by the management in professional team sports, e.g. football. What becomes obvious 

during the interviews are that the management challenges of professional clubs seem ever to 

increase. 

 

4 The network of value captures in football club management 

To advance understanding of the distinctive features of the football business, we need to explore 

the unique management challenges of the game and to search for various ways in which football 

is organized and managed. We therefore developed a framework on football management by 

examining the following dimensions: (1) the product and its features, (2) the customers, (3) the 

business process, strategic vision and intent. 

---------- 

Place about here  

Figure 1 “The network of value capturers in professional team sports” 

---------- 

 

4.1 The football package – what is the product? 

Football is not one single product, service or entertainment that a football club offers. We can 

consider the following possible ‘offerings’, termed ‘value captures’: (1.A) team; (1.B) sporting 

competitions; (1.C) club; (1.D) players; (1.E) football services; (1.F) event, facilities and arena; 

(1.G) merchandise, and (1.H) other commercial activities. It is indicated by arrows in figure 1 

that all value offerings are interlinked and might also be considered as bundles of a club’s value 

captures. 
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Value capture 1.A: Team 

Football is a team sport, however eleven skilled players do not necessarily comprise a winning 

team. A team with superior physical ability alone cannot beat an opponent that has good 

technique and a carefully planned strategy. Furthermore, without adequate training and 

performance techniques, even the most well-intentioned teams fail to win the match. Top players 

sometimes serve as a guiding light for the team, but their character, which stresses individuality, 

often does not gel with the role of a team leader.  

A variety of models have been proposed and explored in the literature on organizational 

behaviour and personnel psychology to understand work team effectiveness in various industry 

settings (i.e. Campion, Medsker and Higgs, 1993; Gladstein, 1984; Hackman, 1987; Hackman 

and Morris, 1975; McGrath, 1964) and their findings might be transferred to a team sport setting. 

LeFasto and Larson (2001) based their model for team effectiveness upon the insights they 

gained from investigating 600 teams in a variety of industries. On the basis of four necessary 

behaviours for members in a team setting – openness, supportiveness, action orientation and 

positive personal behaviour – they theorize that there are five fundamental questions which must 

be understood and actively managed to increase the likelihood of team effectiveness: (1) What 

constitutes a good team member – the abilities and behaviours that really matter? (2) What 

actions in a group foster effective team member relationships? (3) What behaviour of teams – as 

perceived by their members and leaders –causes some teams to be more successful than others at 

problem solving? (4) What behaviour of team leaders – as viewed by members of the team – 

foster team success or failure? (5) What organizational processes and practices promote clarity, 

confidence, and commitment in a team? 

In addition, Hackman (2002) declared that a team is most likely to be effective when the 

following conditions are provided at a satisfactory level: (1) it is a real team rather than a team in 

name only (clear boundaries, clearly assigned authority, membership stability); (2) the team has 

a compelling direction for its work, with clear, challenging and consequential goals; (3) it has an 

enabling internal structure that facilitates team efforts and a code of conduct to be agreed upon; 

(4) the team operates within a supportive institutional context, in regard to adequate resources, 

rewards, information, education, intergroup organization; and (5) it has ample expert coaching in 

teamwork available to help team members to deal with potential issues or existing problems. 

Lencioni (2002) took a different approach, when hypothesizing that all teams have the potential 

to be dysfunctional. According to him it is critical to understand the different types and levels of 
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dysfunction to improve the functioning of a team. In hierarchical order he developed five levels 

in his ‘dysfunction model’: Dysfunction 1 (the basis): Absence of trust; dysfunction 2: Fear of 

conflict; dysfunction 3: Lack of commitment; dysfunction 4: Avoidance of accountability; and 

dysfunction 5: Inattention to results. 

Despite the approaches mentioned above, still several gaps remain in transferring those theories 

to professional football, as many researchers have argued that their findings may be very context 

sensitive (e.g. Campion, Papper and Medsker, 1996; Janz, Colquitt and Noe, 1997; McGrath, 

1984) and related to the configuration of the team (e.g. Hackman and Oldham, 1980). According 

to Gréhaigne, Godbout and Bouthier (2001) when it comes to configuration of teams in sports, 

elements relating to its perception and interpretation and the ensuing anticipation and decision 

making are of the most importance. In connection with teaching-learning settings, observation 

and verbalization are presented as key strategies for eliciting critical thinking and the 

development of strategic and tactical knowledge (Gréhaigne, Richard and Griffin, 2005; Griffin, 

Mitchell and Oslin, 1997). There is also emprical evidence that the atmosphere within the team 

might be much more important in team sports than in an industry setting. We might conclude, 

that ‘fail factors’ of football teams might also be related to the nature of the football game and 

the dynamic of the team in regards to the design (e.g. independence from the club owners), 

process (e.g. co-operation between the players, between players and coach), and contextual 

variables (e.g. adequate resources like players in reserve). 

 

Value capture 1.B: Sporting Competitions 

Football as a team sport also requires coordination among the contesting teams, because the 

game involves at least two distinct teams, which must agree on the rules of the game. 

Theoretically those decisions could be made by the contesting teams on a game-by-game basis. 

However if several teams play against each other, clubs as hosts for teams and a league need to 

be organized in order to be efficient, and rules must be adopted to determine the champion 

(Késenne, 1996). Revising the arguments for the necessary institutional features of a league (see 

Kipker and Parensen, 1999; Noll, 2003a, 2003b; Smith and Westerbeek, 2004), we prefer to 

change perspective and to focus on the following elements of sporting competitions, which club 

managers should keep in mind for successfully promoting their club: 

(1) Distribution: How to schedule matches or tournaments to determine the champion and how to 

bring the game to the market. 
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(2) Hierarchy: What are structural pathways for players and teams to progress and regress 

between different leagues of lesser and greater quality. 

(3) Multiplicity: How many leagues should be at the same level of hierarchy (i.e. unified league 

structures or geographically distinct divisions). 

(4) Membership: What are the conditions under which a team enters and exits a league 

(performance-linked open leagues or closed leagues, which offer no opportunity for additional 

teams to join). 

(5) Governance: How are league rules decided and enforced as well as controlling of the 

economic behaviour of its members handled; 

(6) Labour: What is the structure of the transfer market and how to determine the level of 

compensation to players, coaches and managers. 

 

Value capture 1.C: Club 

Hosting a winning team has a dual meaning for professional sports organizations. Not only must 

the players on the sporting team be able to give their utmost to the cause of winning, but the 

financial and organizational structure behind it must also work closely to ensure that its business 

goals will be achieved (thus referring to the contextual factors of team effectiveness, see 1.A). 

European football clubs were largely owned and run as a hobby until the 1980s by each club’s 

president, which were very wealthy men who held other large business interests. Those 

presidents did invest money in ‘their club’ for such psychological reasons as “the urge for power, 

the desire for prestige, the propensity to group identification and the related feeling of group 

loyalty.” (Hamil, 1999: 24). By adhering to such kind a ‘vision’, it is not surprising that the 

management techniques employed by many football clubs had remained virtually unchanged for 

decades. Cheffins (1997a: 75) adds that the marketing strategies of the football clubs surveyed 

were “unsophisticated”, their internal cost controls had been “slack” and their accountancy 

practices had been “archaic, village hall stuff”. 

However, old prejudices against professionalism continued to give way in the 1990s by the 

advent of television in sports, free market arguments and governing regulatory interventions 

(Gratton and Solberg, 2012 - this volume; King, 1998; Walters and Hamil, 2012 – this volume). 

Television contracts involved millions of EURO and the medium's requirements affected the 

following factors: 
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(1) Increasing broadcasting revenues and competition for available resources leads to growing 

power of professional football clubs vis á vis the amateur game (refer also to value capture 2.C). 

In total, the big five European football leagues (England’s Premier League, Germany’s 

Bundesliga, Italy’s Serie A, Spain’s La Liga and France’s Ligue 1) generated revenues of 7,900 

million € in 2008/2009 (6,300 million € in 2004/05 (Jones, Parkes and Houlihan, 2006)). The 

combined revenue of the top 20 European football clubs broke the 3 billion € barrier after 

growing by 6 per cent annually in recent years (Dolles and Söderman, 2011c). 

(2) By being subject to the force of the market and adopting management practices of successful 

contemporary business, some football clubs in the major European leagues turned into public 

limited companies quoted on the stock exchange (Andreff, 2006; Baur and McKeating, 2009; 

Berument, Ceylan, and Gozpinar, 2006; Conn, 1999; FGRC, 2004; Hamil et al, 2000; Michie, 

1999; Michie and Ramalingham, 1999; Samagaio, Couto and Caiado, 2009). This development 

is not exclusively visible in the big five European football leagues, as some football clubs 

throughout Europe have transformed into profit generating entities, for example in Portugal the 

two major football clubs - Sporting and Porto - changed into publicly listed companies in 1997 

(Duque and Ferreira, 2007). 

(3) The relationship with the clubs’ fans needs to reflect increasing diversity and geographic and 

psychic spread (refer to the discussion value capture 2.A and B). By moving towards a public 

limited company, clubs also need to (re-)consider their governance structure (Margalit, 2009) by 

conceptualizing the role of different groups of fans and integrating their formal voice in the 

decision-making power of the club. 

(4) Players (also value capture 1.D) benefited from this state of affairs, although they had little 

control over how leagues or teams were run, their salaries came close to those of chief executive 

officers of large corporations. Sport agencies and the players’ agents they employ occupy a 

controversial position in this development. At the micro-level, criticism is directed by the FGRC 

(2003) towards certain individual agents with regard to the amount that they negotiate from 

brokering deals. At the macro-level, if a player’s agent is looking to achieve maximum returns, 

they may encourage a player to move clubs frequently (ibid.). 

 

Value capture 1.D: Players 

Players and their development are of prime concern to football managers. Football clubs send out 

their scouts to discover young players in the region and to sign contracts with them, as some of 

them might later find their way to a professional team. For example, David Beckham first signed 
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a trainee's contract with Manchester United in 1991 and made his League debut in 1995, aged 

19. In 2003, he signed a four-year contract with Real Madrid, potentially worth up to 35 million 

€. Beckham's new contract with the Los Angeles Galaxy, effective 1 July 2007, gave him the 

highest salary in the Major League Soccer (MLS)(Francis, 2011). Player migrations such as this 

were further exacerbated by the ‘Bosman Ruling’ in 1995 which increased the movement of 

professional football players from one club to another when their contract term ended with their 

present team (e.g. Büch, 1998; Campell and Sloane, 1997; Stopper, 2004). Haan, Konig and 

Witteloostuijn (2002) as well as Binder and Findlay (2009) conclude that at club level, there is 

little evidence that the competitive balance of the domestic leagues in Europe was harmed by the 

Bosman Ruling, however international quality differences did increase as a result. 

Driven by the ‘Bosman Ruling’, the rise in transfer fees of players, and the increase in value of 

young players, professional football clubs in European leagues started to operate Youth 

Academies (refer also to value capture 1.F). British players, such as Wayne Rooney and James 

Vaughan, are just examples of former students that have graduated through the Premier League 

club’s Academy system. Football Youth Academies are considered as a move toward more 

professional structures for: Coaching, recruitment, medical and sports science support, 

administration, education and welfare. The following statement of the British Everton Football 

Club – one of the forerunners in this development – underlines the commitment of the Club 

towards the Youth Academy: “As Manager of Everton Football Club I am aware of the strong 

tradition of youth development and I will play my part in providing the opportunity for the 

young players to progress into the first team. Our supporters appreciate the attitude and 

commitment shown by home produced players and their enthusiasm often rubs off on their team-

mates” (Moyes, 2011). The overall benefits of establishing a Youth Academy for a football club 

are summarized by Dolles and Schweizer (2010) as follows: (1) To identify and develop players 

for the first team squad and to train them to make professional football their first career; (2) to 

develop players in order to save the club expenditure otherwise spent on transfer fees; (3) to 

develop players who can earn the club revenue through transfer fees; (4) to prepare players also 

to make a career outside football; (5) to offer all players of all youth ages and nationalities an 

opportunity to experience the best development programme possible. 

 

Value capture 1.E: Football services 

Football services are considered a rather new development in the commercial activities of a club 

(Dolles and Schweizer, 2010) and cover three different areas. First, the idea of a one-stop-shop 
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for all club related services and merchandizing products, i.e. anything from ticketing, organized 

fan tours to discount offers in collaboration with sponsoring partners (refer also to value capture 

1.G). Second, the establishment of Football Youth Academies as a service to recruit and retain 

talented young players (refer also to value capture 1.D and 1.F). Third, specialized tailored 

services offered as a development programme for other football clubs, coaches and players all 

over the world. 

The latter is best explained by taking the British Premier League club FC Everton and its 

‘Everton Way’ (ibid.; Everton FC, 2011). The online football services are a spin-off of Everton’s 

Youth Academy and its Elite Player Development Programme. They are developed as an online 

training tool that supports coaches at all levels on how one can get the best from individual 

players, and how players can learn how to develop on their own. The programme includes: 

Recruitment techniques, technical football coaching and fitness tips, physiotherapy, sports 

psychology, as well as education and welfare. The services include various presentation forms 

such as - video clips, audio commentary, editorial walkthroughs, and diagrams – and are 

recommended as tactical advice and soccer coaching tips to comprehensively reveal the Club’s 

proven techniques; transforming schoolboys to professional football players. Furthermore, audio 

commentary and editorials are continuously updated to reveal more coaching sessions, exercises 

and Physiotherapy treatment sessions. Regarding the latter, the site for example offers advice on 

how Everton diagnoses, treats, and rehabilitates their players through common injuries in the 

game. The programme is promoted and sold on the club’s website for annual subscription. 

In conclusion, football services are a strategic option to support scouting and recruiting activities 

of the club and a way to spread the club’s coaching and training practice internationally. On the 

basis of subscription agreements, international partnerships could be initiated aiming to further 

promote the club on the international level. Supporting subscribing partner club's activities in 

specific regions might also be beneficial to attract international sponsorship and international 

fans. Conversely, using a subscription model runs the risk of  connecting the success of a club on 

the pitch to performance of the team, and thus a club might face difficulties in maintaining 

subscriber membership if its performance fails. 

 
Value capture 1.F: Event, Arena and Facilities 

A sporting event (football game) is intangible, short-lived, unpredictable and subjective in nature 

(Couvelaere and Richelieu, 2005; Gladden, Milne and Sutton, 1998; Holbrook and Hirschman, 

1982; Levitt, 1981). It is produced and consumed by the spectators in the arena at the same time, 
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mostly with a strong emotional commitment from the fans. In recent years those football games 

have been transformed into media events for the benefits of millions of spectators, few of who 

were in attendance at the live event. The growth of ‘second-hand’, or vicarious experiences, is 

huge. TV recordings also serve as permanent library records. Such mediatised events affect even 

the stadium or arena they are attached to, attaining the power to transform ordinary places into 

special sites. Today, forced by media and regulations by the football governing bodies, arenas of 

most of the top clubs represent the state of the art in sports-leisure multiplex architecture (Dietl 

and Pauli, 2002; see also Helleu and Desbordes, 2012 – this volume). 

As a consequence, facility management has become a major part in the clubs managerial tasks 

and adds on the expenditures (Crompton, 1995; Noll and Zimbalist, 1997; Pauli, 2002; Schwarz, 

Hall and Shibli, 2010; Zimmermann, 1997). In recent years, club management also became 

increasingly concerned with the environmental impact of sporting events, the arena and training 

facilities in regard to water treatment, waste avoidance and recycling, energy consumption and 

transportation issues. Energy costs are the largest expenditure in arena operations (heating of the 

building and the football pitch, air-conditioning, light management), followed by the costs of 

potable water (water fit for drinking, sprinkling pitches and external areas, for flushing toilets 

and for cleaning purposes), the costs of wastewater and the costs of waste disposal (Dolles and 

Söderman, 2010). Costs of potable water, energy and waste treatment increased continually over 

many years around the globe. Capital expenditure into energy and water saving investments as 

well as into waste avoidance and recycling practices is soon to be recouped through reduced 

operating costs. Moreover, capital expenditures will be recouped sooner the more expensive 

water and energy consumption as well as waste treatment will become in the future. Currently, 

the idea of environmentally-friendly sporting events, arenas and training facilities has become 

the predominant issue in sports facility management (ibid; also Andersson, 2012 on measuring 

impact – this volume). Therefore, environmental management competence in arena management 

needs to be strengthened, as it was only a few years ago when the arenas in Nuremberg and 

Munich (both Germany) became the first football stadiums in Europe adopting the eco-

management and audit scheme (Environment Management System, 2010), while at same time 

the German football arenas in Hamburg and Gelsenkirchen introduced the ÖKOPROFIT 

environmental management system (ECOlogical PROject For Integrated Environmental 

Technology, 2010). 

By taking the British Football League and the English Premier League as examples, the majority 

of arenas and training facilities are still owned by the football clubs (53 %; see FGRC 2002: 19). 

Creating revenues from selling those assets to investors leaves the football club with a position in 
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the league, but no home in the community where the club was established. The story about 

Wimbledon FC might be a warning example of too strong commercialization (FGRC, 2002: 19; 

Woodman, 2011). Sam Hammam, the previous owner of the Wimbledon FC, sold the Plough 

Lane home ground of the club to the supermarket chain Safeway for 12.7 million € in 2001, 

leaving the club without a home and forced to relocate to Milton Keynes. The club was then sold 

to Norwegian businessmen and the previous owner bought another club in Cardiff, without any 

investment into a new facility in Milton Keynes. Rather than cultivate its own team from grass 

roots, the Milton Keynes Council saw an opportunity to buy one ready-made franchise. A multi-

million pound consortium representing the town as well as IKEA and ASDA-Walmart, proposed 

a new retail park complete with football stadium for the franchised club. The sale of the ground 

and the club, followed by the move to Milton Keynes, removed Wimbledon FC from the 

community it had traditionally served, which subsequently led to the first big business football 

franchise created in English football: the renamed Milton Keynes Dons FC. The fans of 

Wimbledon FC however did not accept the move and did not start commuting 100 miles every 

Saturday to watch ‘their’ team. Instead, they founded a new community owned football club, 

AFC Wimbledon, starting from the very bottom league again. Woodman (2011) emphasizes that 

during their re-building process AFC Wimbledon has been watched by average crowds of nearly 

5,000 supporters, and the Wimbledon community has engaged in continuous fund raising that 

culminated in buying a new home ground for ‘their’ football club. By acting together, the fans 

and the community have demonstrated in this case, that football at its best, can still be an 

expression of community spirit (see value capture 2.E). 

The leasing of the ground by a football club from a third party is also becoming increasingly 

common, according to the FGRC (2002: 20) as an alternative to mortgaging the property in order 

to alleviate long-term debt. The value of the arena and the ground in a sale and leaseback is 

likely to be considerably less than the total cost of buying the freehold and arena construction. 

The arena itself is of value only for the football club; its value for commercial institutions is the 

land on which the arena is built, and the commercial value for redevelopment (see value capture 

1.H.). The FGRC (2002: 21) concludes, that in the case of football clubs, ownership and security 

of the ground is essential to long-term health , which can be jeopardized by selling the ground. 

 

Value capture 1.G: Merchandise 

The Penrosian tradition (Penrose, 1959; Prahalad and Hamel, 1990) reflects the traditional 

marketing focus on the firm’s core competences combined with opportunities in the external 
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environment. When considering the implication of product positioning, it is important to realize 

that positioning can vary from market to market because the target customers for the product 

may differ from country to country. In confirming the positioning of a product or a service in a 

specific market or region, it is therefore necessary to establish from the consumer’s perception 

exactly what the product stands for and how it differs from existing and potential competition. In 

developing a market specific product positioning, the firm can focus upon one or more elements 

of the total product offer so that the differentiation might be based upon price and quality, on one 

or more attributes, on a specific application, on a target consumer or on direct comparison with 

one competitor. Building and properly managing brand equity has therefore become a priority 

for companies of all sizes, in all types of industries in all types of markets. After all, from strong 

brand equity flows customer loyalty and profits (Keller, 2000; Aaker, 1996). The rewards of 

having a strong brand are clear and the football business seems to be no exception (refer e.g. to 

Couvelaere and Richelieu, 2005; Mohr and Bohl, 2001; Mohr and Merget, 2004; Woratschek 

and Popp, 2010). 

However, we see the parameters in football are singularly different from those in manufacturing 

or other services, as the very nature of the game enhances the risks. A main factor in uncertainty 

is also found in the definition of the market; football is a series of markets as developed in our 

framework. One of the key ingredients of the business of football is its local character, yet one 

that participates in a global football market; this presents special challenges to marketing the 

brand. Simply put, the brand is standing for everything about a football club, from the team to its 

players, which is communicated by the name and related identifiers (football merchandise). 

Football merchandise, means goods held for resale but not manufactured by the football club, 

such as: Flags and banners, scarves and caps, training gear, jerseys and fleeces, footballs, videos 

and DVDs, blankets and pillows, watches, lamps, tables, clocks and signs, etc.  

 

Value capture 1.H: Other Commercial Activities 

Chadwick and Clowes (1998) explored brand extension strategies by Premier League football 

clubs, by examining factors which have led clubs to consider extending their product lines and 

their brands further. They concluded as the key consideration for both clubs and their supporters 

that there is a clear and obvious link between the club’s brand and the extension. Consistency 

between the clubs’ core brand and the extension or a high degree of similarity between the core 

brand and the extended product/service is of importance. For further extensions, beyond the core 

product, they emphasize the effects that this might have on the credibility of the club brand. For 
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example, both club supporters and general consumers may not make the connection between the 

core product ‘football’ and property investment or other experience industries. Many football 

clubs around the world are embedded in different service and product structures for various 

reasons. Take the Danish club Brøndby IF as example. The club invested in the early 1990s 

heavily in the stock market, in property, and in banking. The case study by Madsen (1993) 

explains, that after initially being very successful, Brøndby IF failed and was salvaged from 

bankruptcy in 1992 by benevolent creditors.  

Another Danish club, FC Copenhagen and its charismatic leader and businessman Flemming 

Østergaard, however embarked on a similar brand extension strategy at the end of the 1990s with 

more success. FC Copenhagen bought Parken, the Danish national stadium, took up property 

investments, and bought a chain of fitness centers (fitness.dk), along with two large vacations 

resorts, one of them close to the LEGOLAND Theme Park in Billung (Storm, 2009). Besides 

hosting football events, the renovated Parken arena has been developed as a prime location for 

concerts, boxing events and speedway competitions, thus generating additional revenue streams, 

even larger than the initial football business. Gammelsæter, Storm and Söderman (2011) add that 

FC Copenhagen’s business success increased the enthusiasm in Danish football for brand 

extensions. For example, in 2007 Odense Boldklub merged with a local congress center to 

expand its domain of business to concerts, conferences, and other experience based activities. 

They believed that this would enhance Odense’s economic potential. The strategic decision was 

reinforced by its sporting success in the coming season. It seems that the transfer of revenues 

from other business areas into the core ‘football’ business increased the likelihood of acceptance 

by supporters. It is therefore a matter for clubs that the introduction and exploitation of 

extensions should retain a degree of focus and familiarity for the benefit of the club and 

consumers. It however needs to be mentioned that the development of brand extensions also 

depends on the national governance structures of the game, seeing the commercial model 

adopted in Danish sport as just one example with only a few restrictions on external shareholding 

and floating (ibid., Storm, 2010, 2011). 

 

4.2 Who ‘buys’ football – how to define the customers? 

Why do supporters choose one team over another? Cost is certainly not the sole argument in the 

football business for fans, whereas fun, excitement, skilled players, regional embeddedness 

might be all good reasons for supporting a team. The bottom line may be the corporate culture of 
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the football club as the underlying culture helps to determine the value that consumers place on 

the football club; however, we need to recognize that every customer integrates multiple 

markets. Consumers want different offerings at different times under different circumstances. 

Consequently, the variety of offerings creates a broader consumer approach in football by 

addressing (2.A) spectators and supporters (fan base), (2.B) club members (club membership), 

(2.C) media, (2.D) sponsors and corporate partners, (2.E) local communities, and (2.F.) other 

clubs. It is indicated by arrows in Figure 1 that all customer groups are interlinked and also be 

considered as bundles of a club’s value captures. 

This classification, its development and shift towards increased media and commercial revenues 

during recent years is illustrated through examination of the main figures in the of professional 

football clubs. If we compare Manchester United’s 2002 and 2010 figures as an example, (2.A 

and 2.B) match day revenues (gate receipts, season tickets and OneUnited-memberships) 

accounts for 76.3 million € (2002) and 117.7 million € (2010); (2.C) media revenue 

(broadcasting domestic and international competitions) for 70.4 million € (2002) and 123.1 

million € (2010); (2.D) commercial revenues (sponsorship and merchandizing) for 40 million € 

(2002) and 95.2 million € (2010); (2.F) profit player sales to other clubs 3.6 million € (2001), 

26.6 million € (2002), 94 million € (2009) and 14.8 million € (2010) - giving a total group 

turnover 198 million € (2002) and 350.8 million € (2010) (BBC, 2011; CNN, 2002; Dolles and 

Söderman, 2008; Stone, 2011). We also added (2.E) local communities as those are the home 

base of a football club and serve often as a lender of last resort in times of financial trouble. 

 

Value capture 2.A: Supporters 

When it comes to ‘sales’ in the football business, the supporters, with regard to ticket sales and 

merchandising, create the main attention. According to Fisher and Wakefield (1998) fan 

motivation and subsequent behaviour goes beyond the record of the team and, at times, seems 

unrelated to performance. Football without fans with a shared emotional investment in their 

team’s performance, and an emotional investment in the failure of their competitors, doesn’t 

work – neither as a human experience nor as a commercial venture (Hamil, 1999; Ozawa, Cross 

and Henderson, 2004). This makes the football business different from conventional 

marketplaces. Cheffins (1997b: 109) quotes a Newcastle United fan saying after the club’s 

managing director had drawn parallels between shopping at Safeway and following Newcastle 

United: “I don’t go around wearing Safeway replica shirts. I don’t wait for hours to get on a 



DOLLES & SÖDERMAN: Network of value captures 19 
 

 

coach to go and see Safeway in other parts of the country. I don’t pay GBP340 for a season 

ticket to go to Safeway.” 

Fan motivation and behaviour vary depending upon the type of fan. Therefore Hunt, Bristol and 

Bashaw (1999) propose five different types of fans: the temporary fan, the local fan, the devoted 

fan, the fanatical fan, and the dysfunctional fan. There is also an extensive literature on gender 

differences investigating different motives for becoming a fan and consumer behaviour (Dietz-

Uhler et al., 2000a, 2000b; James and Ridinger, 2002). For our purposes, we adopt a slightly 

different classification by introducing the ‘psychic distance’ dimension, defined as factors that 

make it difficult to understand the local embeddednes of a club and the ‘geographic distance’: 

local fans and international fans. ‘Local fans’ exhibit their behaviour because of identification 

with a geographic area, and either born, living or staying in the home region of the club. We 

further distinguish three groups among the local fans; ‘core fans’, attending home and away 

matches; ‘regular fans’, attending most home matches but less likely away matches; and 

‘occasional supporters’, attending some matches each season. The commitment to the club is 

total in the first group and they regard themselves as the only real fans. The second group is an 

aged out-spring of the first group and most season ticket holders are to be found among them. 

The irregularity of match attendance of the third group is due to moving away from the home 

town, working commitments, financial reasons or disappointment about the team’s performance. 

Fans abroad are “international fans” which do not get many opportunities to see the team play 

live. Their attendance is mainly virtual, via the radio, television, or internet, and for this group of 

fans – if they do not have local roots – it is quite difficult to understand the local context and 

contextual regional decision making (e.g. when deciding on board room positions). 

To reach the group of international fans and to raise the international profile of the club’s brand, 

a different strategy compared to approaching local fans is needed. Exposure of football clubs 

playing friendlies e.g. in the Far East or recruitments of foreign players enable the emergence of 

‘brand communities’ abroad (Muniz and O´Guinn, 2001) in the football business. Expatriates 

might have a special role as ‘boundary spanning agents’ between both groups, as confirmed by 

Kerr, Smith and Anderson (2011) in their survey on foreign Ajax FC supporters. There is 

however a clear line of distinction between linking clubs’ activities to a largely accepted broader 

process of globalization versus the progressive Americanization of sports. The American model 

of sports is characterized by Duke (2002) as more commercially oriented with key roles for 

advertising, sponsorship and television. The primary function of sports team franchises is profit 

making, which results in a different relationship between spectators and the team, whereby “the 

discerning consumer replaces the committed fan” (ibid.: 5). 
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Value capture 2.B: Club Members 

The football club, as host of their teams, wants to have a sustainable stock of members, which 

requires an iterative approach between the product and the customer. Such approaches are 

covered in the vast literature on ‘interactive marketing’ and on ‘customer driven product 

development’ (Adler et al., 1996) and more and more in ‘interactive marketing’ or ‘relationship 

marketing’, (Bühler and Nufer, 2010; Gummesson, 2002; Lovelock et al., 2005; Nicole, 2000) 

meaning that marketing by a service firm that recognizes that perceived service quality depends 

heavily on the quality of buyer-seller interaction during the service encounter (Kotler and 

Armstrong, 2010; Gummesson, Lusch and Vargo, 2010). However, we see the parameters in 

football are singularly different from those in manufacturing or other services, as the very nature 

of the game enhances the risks. A main factor in uncertainty is also found in the definition of the 

market; football is a series of different markets presenting special challenges to marketing the 

brands. By focusing on club members which ‘buy football’ through its membership, we identify 

at least two distinct groups: 

(1) Football by nature is fun; it involves exercise and is competitive. For this reason, the football 

clubs facilitate opportunities for its active members to engage in exercise and to play football in a 

team. The Bayern Munich club, besides its professional team, hosts 20 other football teams: one 

semi-professional amateur team, 3 women’s teams, 5 senior teams, and 165 players in 11 youth 

teams. Bayern Munich incorporates 6 other divisions besides football, whereby Basketball is also 

played at professional level in Germany’s top league. 

(2) Others may join the football club as passive members to support their favourite team. Bayern 

Munich has the largest club membership in the German Bundesliga of 162,187 (Bayern Munich, 

2011). It is said that Manchester United has 333 million followers around the world (Anderson, 

2008; Cass, 2007), including 193 million in Asia and 9.5 million Facebook followers. The club's 

worldwide fan base includes more than 200 officially recognised branches of the Manchester 

United Supporters Club in at least 24 countries. Manchester United’s membership scheme, called 

‘OneUnited’, is the club’s preferred customer approach and with 139 million subscribers 

OneUnited is the largest membership scheme in English football. 

 

Value capture 2.C: Media 
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With regard to income in professional football, the media is the other main customer - or the 

main sales channel. The importance of football for the media business can be seen in the 

increasing amounts of money paid for broadcast rights to the national league or for events like 

the FIFA World Cup, as well as the growth in the number of sports-oriented radio talk shows and 

sports oriented TV networks (Gratton and Solberg, 2007). These revenues can be positively 

affected by the competition between commercial broadcasters, but may result in strange 

outcomes, such as in the Italian league, where there are often empty stands in the stadium, but 

the media is still willing to pay a lot for broadcasting. We also have seen cases, like in the 

English Premier League, where the fees for broadcasting rights declined instead of continuing to 

grow (Solberg and Haugen, 2012 – this volume). Rowe (1996, 2000) notes that sport and TV 

have become mutually and internationally indispensable (similar Andreff, 2000). As mediatised 

events, football matches “are privileged means of communication for businesses wishing to 

conquer new markets, improve their image, and enhance brand recognition” (Manzenreiter, 

2004: 289). 

However, football marketers also need to look ahead to the new ‘attention age’, or ‘attention 

economy’. This age began with the emergence of social media in the first years of the 21st 

century (Sullivan, 2009), and is marked by the ability of individuals to become ‘prosumers’, to 

produce, consume and distribute information instantly and freely as well as share it on the 

Internet using social media (Santomier and Hogan, 2012 – this volume). This changes the 

perspective as social media “people don’t go online to give attention, but to get it. They don’t 

want to be part of the audience. They want to perform and to be heard, to be present.“ (Kleiner, 

2009: 3) Marketers will increasingly use the new media to interact with consumers directly, 

however, as explained by Santonmier and Hogan (2012), conventional marketing efforts do not 

appear to be working (or are inappropriate) on the social Web and many businesses are still 

struggling to determine how to capitalize on digital marketing in the prosumer economy, in 

particular on what research to engage in and on what metrics (or e-metrics) to use. Kunz (2008) 

argues that marketers need to be savvy about the three modes or mindsets (i.e. receiving, 

hunting, and doing) people engage with when using interactive communications, and match 

business marketing strategies accordingly. He concludes “the entire mindset of a person engaged 

on MySpace or LinkedIn is different from that of a hunter on a search engine. A Google user is 

walking into a store. A Facebook user is walking into a bar” (ibid.: 1).  

 

Value capture 2.D: Sponsors and Corporate Partners  
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Football is a natural area for sponsorship as it carries very strong images, has a mass 

international audience, and appeals to all classes (Ferrand and Pages, 1996). Each sponsored 

event is capable of reaching differently defined audiences (Javalgi et al., 1994; Meenaghan and 

Shipley, 1999; Söderman and Dolles, 2010, 2008; Thwaites, 1995). According to Chajet (1997), 

sponsorship has an increasing role to play in gaining entry to overseas markets. It can be a 

powerful means of enabling an organization to raise both its club brand and corporate brand, 

across new frontiers (Dolphin, 2003; McCosker, 2004). Commercial sponsorship represents one 

of the most rapidly growing sectors of marketing communications activity. In fact, with the 

exception of movie stars and singers, sports teams generate a stronger emotional response from 

fans than in any other industry (Meenaghan, 2001; Richelieu, 2003). 

Sponsorship may therefore be selected as a strategic tool to shape and promote the image of 

football, the club and its sponsor partners in markets needing to be developed. Top European 

clubs aim to create global sponsorship alliances by seeking to encourage and reward investment 

in the club to the mutual advantage of both parties worldwide. A large number of club members 

with some similar traits constitute a good opportunity and a resource base for the management 

when they identify and negotiate new sponsorships. Club managers seem to develop a clear idea 

of the ideal composition of their cluster of sponsors. They need to identify and describe the 

optimal fit between existing market segments (club members) and the potential rewards of 

existing and potential sponsors. This business strategy is based on aligning with companies that 

could contribute to the club’s fan base with added-value products and services which were 

previously unavailable to them, such as a WAP service to provide all the latest club news. 

  

Value capture 2.E: Local Communities 

The relationship between football clubs and their communities has been subject of debate and 

discussion in political circles and in academic research (e.g. Bale, 2000; Coalter, 2000; Dolles 

and Söderman, 2011c, 2005a; Jaquiss, 2003, 2001; Morrow and Hamil, 2003; Oughton et al., 

2003; Williams, Hopkins and Long, 2001). The case of Wimbledon FC introduced earlier in 

value capture 1.F serves as a good example of the converging interests of the different parties 

involved. Morrow (1999) argues that a football club’s community is made up of two interrelated 

and often overlapping dimensions: “first, a direct community of supporters and, second, a wider 

notion encompassing people and groups who can be affected either directly or indirectly by the 

existence and operation of a football club within a particular space, usually geographical, but 
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also potentially religious or social” (Morrow and Hamil, 2003: 1-2). Both dimensions can be 

found in the Wimbledon FC case. 

The focus on the relationship between football clubs and their local communities is also to some 

extent debt driven, when communities serve as a lender of last resort in times of financial trouble 

for football clubs. This can been seen in the case of the German club Karlsruher SC. In 1997 the 

club was sixth in Germany’s top division and qualified for the UEFA Cup, but then the team fell 

apart the next season and dropped into the second division. Two years later it dropped another 

level to the Regional League. “Cut off from TV revenue and deserted by many fans, the team 

reached the brink of insolvency in 2002 and had to be rescued by the city of Karlsruhe and local 

banks” (Ewing 2004: 20). Shortly after the club returned to Germany’s second division and back 

up to Germany’s top division in 2007. Another example was demonstrated by Shimizu S-Pulse 

from the Japanese professional J-League, as reported in Manzenreiter (2004) and Moffett (2002). 

S-Pulse’s holding company S-Rap, which made the same mistake of overspending and brought 

in top foreign players, as well as built a new training ground, thought this strategy would help to 

attract fans and turn S-Pulse into one of the top teams. Average arena attendance however, fell 

during the latter half of the 1990s. By 1997 it had lost a cumulative total of US$23 million and 

S-Rap had to announce that the main shareholder TV Shizuoka would invest no new money. S-

Pulse faced collapse and was only saved after fans collected 300,000 signatures and persuaded a 

local industry group to take over. Both cases show how football is firmly rooted in the local 

setting and a vital part of the cultural and social make-up of local communities, and as a result, 

community funds or pooled resources can be justifiably spent to keep clubs in business. In this 

sense football clubs remain largely untouchable by economic forces that determine the fate of 

other companies. 

 

Value capture 2.F: Other Football Clubs  

Other football clubs are of prime importance when it comes to player transfers as well as lending 

players as mentioned in the discussion of value capture (1.D). Additionally, by introducing 

football services as a value capture (1.E), we might consider other football clubs – amateur as 

well as professional clubs; national as well as international – also as potential recipients of 

football services. And on the regional level, clubs are collaborating in player development in 

youth teams by providing football services in exchange. 
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On the international market we also see various ways toward collaborative agreements, e.g. 

between the Japanese J-League 1 club Urawa Reds and Germany’s Bayern Munich. This 

partnership was signed in January 2006 with the aim of (Urawa Reds, 2006): 1) playing team 

friendlies against each other in both countries and training camp cooperation for each team 

category (value captures 1.A, 1.D, 1.E, 1.F); 2) sharing scouting information (value capture 1.A, 

1.D); 3) accepting each other's players for training and the development of exchange systems for 

youth players (1.D); 4) mutual merchandising support (1.G); and 5) cooperation for promotional 

activities (value captures 1.G, 2.A, 2.C, 2.D). Bayern Munich and Urawa Reds played friendlies 

in 2006 and 2008 and the Reds U-15 team visited Germany. Red Voltage, the official Urawa 

Reds shop, now has a corner dedicated to Bayern goods and the official Urawa Reds website is 

linked to Bayern's Japanese language page. Bayern Munich celebrated Urawa Reds' J-League 

championship victory in 2006 with a large-screen congratulatory message at their own home 

match at the Allianz Arena. The invitation for Urawa Reds to play in Austria was also 

orchestrated by Bayern Munich. It is indicated that the further strengthening of exchange and 

meetings between club officials is set to make the partnership even closer. 

 

4.3 Business framework of football – vision and strategy 

A business framework is the entire system for delivering value to customers and earning a profit 

on that activity. It incorporates a set of assumptions about customers and economics, giving 

insight into how the firm/club expects to compete (Slywotzky, Morrison and Andelman, 1997). 

It must fit external reality and be internally consistent. For our purpose we will focus on the 

overall direction and ambition of a club (vision) as well as the strategy (where and how to 

compete). 

 

3.A: Vision 

The highest and broadest level business objective is the vision of the football club. This is a 

statement of broad aspiration, as it deals with where the club hopes to be in the future. The vision 

is concerned with the strategic intent of the club, by applying Hamel and Prahalad (1989, 1994) 

to the football business. This is not about winning the next game, it is the attempt by the club 

manager and/or the trainer to define where he expects the club to be in the future: to win the 

championship, to stay in the league, to make profit, or to go international. With the exception of 

merchandising (value capture 1.G), the arena and training facilities (value capture 1.F), football 
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services (value capture 1.E) and other commercial activities (to some extent, value capture 1.H), 

the football business lacks in its core business the option of producing and storing inventory for 

future sale, as the main characteristic of football is its ambiguity and the uncertainty of the 

outcome of a game. 

 

3.B: Strategy 

In order to reach the goals attached to the vision where the club should be in the future, what 

kind of strategies should be applied? Strategies can be made for different activities within the 

club, where the lowest level of aggregation is one specific task, while the highest level of 

aggregation encompasses all activities within the club. The most common distinction between 

those levels of aggregation made in the strategic management literature is between the functional 

level (in regard to specific functions, such as marketing, financing), business level (in regards to 

a specific group of customers) and corporate level (aligning the various business level strategies, 

if an organization is involved in two or more businesses) (refer to De Wit and Meyer, 2004; 

Thompson, 2001). A logical extension of this distinction is to explicitly recognize the level of 

aggregation higher than that of the individual organization, as companies often cluster together 

into groups of collaborating organizations. This level is referred to by De Wit and Meyer (2004) 

as the network level of strategy.  

By applying these level distinctions to the football business, we recognize that a few years ago 

the key success factor was the sport’s performance, reducing all strategy levels to two questions: 

First, how to create a good player, and second, how to create a good team? Philippe Troussier 

states in his book on the relationship between those two objectives as a trainer: “Sixty percent of 

my football is based on team play; the rest relies on individual talent.” (Troussier, 2002: 56) But 

due to the nature of a game, even if the players have the physical ability and technique and form 

a strong team together, they will not necessarily win the match. The changing nature of the 

football business adds a third question to those ever prevailing questions: How to manage the 

whole set of possible products and offerings? 

(1) ‘Create a good player’. To develop a skilled player clubs needs to scout, recruit and train. 

The principle HR question for the club is: to buy or to train and develop a player? To develop an 

in-house organization or to buy an accomplished ‘ready made’ player from a different club at 

home or abroad, he should be physically checked and examined before the purchase.  

(2) ‘Create a team’. Eleven skilled players constitute a team, but a team should be more than 

eleven good players. Trainer's competence, his evaluation of the situation, his relation with the 
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players, the players attitude to each other, the ability to get them to play for each other -  all these 

elements contribute to a skilled team. All is open information to the public, and all steps are 

observed by the fans and the media. This makes (the transparent character of) football distinct 

from other branches and industries: trainer and players are always monitored, and the training 

methods applied are evaluated by the public. “The fans in the stadium see themselves as actors. 

In one way or another, the fans relate to the team – as a spectator, newspaper reporter, TV 

analyst, coach, player or the club president. They all have their own idea about who should be in 

the team and what tactics should be used. They think they have the right to complain if a coach 

or a player fails to meet their standards.” (Troussier, 2002: 115) 

(3) ‘Manage the whole set of possible products and offerings’. The commercialisation of the 

game requires management structures and techniques to manage the whole set of possible 

products and offerings on a corporate level with the current and potential financial resources. 

Presently, the football industry contrasts with the fundamental economic principle: success is in 

obtaining the biggest possible result with minimal financial effort. We may say that sport 

successes help to sell their own products, and if they are valued, high revenues help to reach 

sport successes, but one condition is not enough to reach the other. On the network level of 

strategy, all clubs must necessarily interact with other clubs as football is a team sport. Clubs 

form leagues with a clear strategic intent and current lower level squads are forced either to 

spend more on players and coaches, or to have no hope of being in contention for the 

championship. In our view, we might therefore conclude that the practice of football 

management is largely eclectic as football managers need to be able to work across economic, 

technical, cultural and functional boundaries. 

 

5 Football management: the network of value captures as a management tool 

and a framework for future research 

Having combined the eight ‘offerings’ with the six groups of ‘customers’ 48 relations appear, 

showing the competitive scope of a football club. Each of these relations does constitute a value 

capturing activity through which a football club can create value and competitive advantage. 

Value capture 1.G meets value capture 2.A when ‘merchandise products’ are sold to 

‘supporters’. The ‘players’ (1.D) are of interest to ‘sponsors and corporate partners’ (2.D), to the 

‘media’ (2.C), to ‘local communities’ (2.E) or to ‘other clubs’ (2.F). Thus, a mixture of such 

relations does constitute a network of value captures for the football industry, observing that not 
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all value-capturing activities are equally important in every given situation. We also emphasize 

that the eight ‘offerings’ and the six ‘customer groups’ are interconnected among themselves. 

This broadens the choice of strategic options and allows strategies of bundling value captures 

(e.g. when ‘Players’ (1.D), the ‘team’ (1.A) and the ‘club’ (1.C) are presented to the ‘media’ 

(2.C) or to ‘sponsors and corporate partners’ (2.E). The network of value captures framework 

can be applied at the level of the football industry, the level of strategic groups (e.g. clubs in the 

first division compared to lower divisions, professional clubs against semi-professional 

institutions) or the individual club. Its ultimate function is to explore and explain the 

sustainability of competitive advantage in the management of professional football. 

Drawing on recent research, some parts of our framework can be filled in, as for example in 

Schlesinger (2012 – this volume) investigating the relationships between ‘fan identity’ (2.A and 

B), a ‘club’ (1.C) and sponsorship effectiveness (2.E) or O’Reilly (2012 – this volume) 

concepualizing ‘player risks’ (1.D), ‘facility risks’ (1.C and 1.F) and their value as ‘corporate 

partnership assets’ (2.D). Many unanswered questions remain, however, we will highlight in the 

following some of the most important of them. The challenge for future research in this field will 

be both conceptual – where recent approaches into marketing and networks (e.g. Gummesson, 

2007; Grönroos, 2011) will be used to align our approach – but also empirical. The research 

tasks in the latter might resist into developing measurements, creating scores and describing 

exchange standards to further analyze the relationships between the value captures. There is thus 

a need to further operationalize each of the 14 value captures (eight ‘offerings’ with the six 

groups of ‘customers’), the basic 48 dual value capturing activities and combined strategies 

using bundles of value captures. It is also important to further investigate how to measure the 

size of these value captures (in monetary and non-monetary terms), the importance of value 

capturing activities and their growth potential. We thus suggest research on perceived value for 

each customer group and how specific value can be created. What might be a value for one 

customer group might not be perceived as valuable for another customer group, see e.g. 

acceptance of jersey sponsors, selling the naming rights of the stadium, etc. It also needs to be 

explored how value is to be co-created between sets of value captures. Is there empirical 

evidence – as to exemplify in single and multiple case studies or by large scale quantitative 

surveys – whether certain combinations of value captures are more successful than others, 

measured on a clubs’ success during one season or longitudinal. Are we able to define ‘minimum 

standards’ to each value capture or to each value capturing activity of our framework, thus 

enabling the club management to benchmark with other clubs (developing an expert system) – 
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nationally or internationally? The speed of commercialization as well as internationalization also 

needs to be elaborated for each value capture and value capturing activity. 

By adding the strategy dimension to our framework of value captures, we introduce the vision 

and imagination of the future of the game, which influences the football package. The multiple 

dimensions of the football package are central to the level of strategy aggregation. The network 

level of strategy is e.g., closely connected with the league’s procedures of promotion and 

relegation (1.B), the costs of scheduling games (1.C), requirements to develop their arenas (1.F), 

or a regulated labour market for player movements (1.D). Research questions in this regard 

might focus on the execution of different strategies, including relevant combination of value 

captures in regard to the standing of a club during a season or the level of competition 

(international, first league, lower leagues). Clubs also might be equally successful in the long run 

but focusing on different combinations of value captures, e.g. a young talent development 

strategy vs. a highly selective buying strategy of ready-made players. 

Furthermore, the framework draws on the condition that professional football is embedded in the 

socio-cultural environment in which football has evolved, is performed, is sold and consumed. 

Research questions in this regard might be focusing on international comparisons, as such, are all 

value captures equally important in different football cultures? Do we find differences between 

the big five European football leagues (England’s Premier League, Germany’s Bundesliga, 

Italy’s Serie A, Spain’s La Liga and France’s Ligue 1) and smaller leagues, like the 

Scandinavian ones or the Dutch league? Does the network of value captures also apply to clubs 

and/or leagues in Asia, Southern America, North America or Australia/New Zealand? 

Although developed in the football industry, our framework is purposeful named ‘a network of 

value captures in professional team sports’. The question remains on the industry level or the 

level of broader generalization. We thereby encourage studies to compare the business of 

football with other professional team sports, such as ice hockey, basketball, field hockey, 

handball or cricket, by applying our framework. In this sense, our network of value captures 

aims to link context, practices and institutions of the business of sports, and at the same time 

responds to the call for building theoretical models in sports management. 
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Figure 1: The network of value captures in professional team sports 
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