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Abstract 
This research develops and validates the first integrated strategic framework that combines the Resource-Based 
View (RBV), Resource-Advantage Theory (RAT), and Service-Dominant Logic (SDL), specifically designed 
for sports organisations. Through a sequential mixed-methods approach incorporating stakeholder-informed 
framework development, the study addresses critical gaps in existing sports management literature by provid-
ing comprehensive guidance for strategic management within complex stakeholder environments. The empiri-
cal investigation, conducted through a three-phase methodology involving focus groups, surveys, and in-depth 
interviews with key stakeholders from Club X (an Irish Premier League team), reveals that success in sports or-
ganisations is fundamentally multi-dimensional and stakeholder-defined. The integrated strategic framework 
is operationalised through three practical tools: the Strategic Asset Implementation and Prioritisation Tool, 
the Strategic Alignment Dashboard, and the Stakeholder Co-Creation Matrix. These tools translate theoretical 
insights into actionable guidance, maintaining both theoretical coherence and practical effectiveness. The 
research demonstrates that theoretical integration can overcome the limitations of individual theories while 
creating synergistic benefits that provide more holistic strategic guidance than single-theory approaches. The 
framework's emphasis on stakeholder engagement and collaborative value creation reflects broader trends 
toward more participatory and sustainable approaches to organisational management, positioning sports or-
ganisations to lead these developments while balancing commercial success with social responsibility. 
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Introduction
Research Context and Motivation
Contemporary sports organisations operate within increasingly 
complex environments characterised by diverse stakeholder ex-
pectations, resource constraints, and evolving social responsibil-
ities [1, 2]. Traditional approaches to strategic management, pre-
dominantly derived from general business contexts, have proven 
insufficient for addressing the unique challenges facing sports 
organisations, particularly those operating at community and 
regional levels [3, 4]. These organisations must simultaneously 
pursue competitive effectiveness, financial sustainability, com-
munity engagement, and social impact while managing complex 

relationships with supporters, sponsors, governing bodies, and 
broader community stakeholders [5-7]. Recent developments — 
including technological change, digital fan engagement, and the 
repercussions of the COVID-19 pandemic — have further inten-
sified these pressures, reinforcing the need for context-specific 
and integrated strategic frameworks [8, 9]. 

The fragmentation of existing theoretical approaches has limit-
ed their explanatory power and practical utility for sports man-
agement practitioners [10, 2]. While individual theories such as 
the Resource-Based View (RBV), Resource-Advantage Theory 
(RAT), and Service-Dominant Logic (SDL) offer valuable in-
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sights, their isolated application alone fails to capture the mul-
tidimensional nature of strategic challenges in sports contexts 
[11, 8]. Recent research underscores the growing complexity of 
the strategic environment — shaped by stakeholder diversity, 
technological disruption, and evolving governance expectations 
— demanding integrative frameworks capable of addressing 
resource development, dynamic capability enhancement, and 
stakeholder value creation in a coherent and practically action-
able manner [6, 4]. 

The motivation for this research emerges from the recognition 
that sports organisations possess unique characteristics that 
distinguish them from traditional business enterprises [12, 13]. 
The temporal nature of sports competition, emotional connec-
tions with stakeholders, community embeddedness, and social 
responsibilities create distinctive strategic challenges that re-
quire specialised theoretical approaches [14, 15]. Furthermore, 
the increasing emphasis on sustainability, social responsibility, 
and stakeholder engagement in sports management necessitates 
frameworks that can integrate these considerations with tradi-
tional performance objectives [16-18].

Research Problem and Objectives
The central research problem addressed in this study concerns 
the absence of integrated theoretical frameworks specifically de-
signed for sports organisations that can simultaneously address 
resource management, dynamic capability development, and 
stakeholder engagement [19]. Existing literature has predom-
inantly applied individual theories in isolation, limiting their 
capacity to provide comprehensive guidance for the complex 
strategic challenges facing contemporary sports organisations 
[20]. The primary research objective is to develop and validate 
an integrated strategic framework that combines RBV, RAT, and 
SDL principles to provide comprehensive guidance for sports 
organisations seeking to achieve sustainable competitive advan-
tage while creating stakeholder value [21]. This objective en-
compasses several specific aims: first, to identify the key stra-
tegic assets, dynamic capabilities, and stakeholder engagement 
mechanisms that contribute to organisational effectiveness in 
sports contexts; second, to develop practical tools that opera-
tionalise the integrated framework for implementation by sports 
organisations; and third, to validate the framework through em-
pirical investigation with stakeholders from a representative 
sports organisation. 

The research addresses three fundamental questions that guide 
the investigation: (1) How can RBV, RAT, and SDL be integrat-
ed into a coherent strategic framework specifically designed for 
sports organisations? (2) What are the key components and im-
plementation mechanisms required for effective framework op-
erationalisation? (3) How do stakeholders perceive the relevance 
and utility of the integrated framework for addressing contem-
porary challenges in sports management?

Research Significance and Contributions
This research makes several significant contributions to sports 
management theory and practice by advancing strategic man-
agement understanding within complex stakeholder environ-
ments. The theoretical contribution lies in the development of 
the first systematic integration of RBV, RAT, and SDL specifi-
cally designed for sports organisations, addressing a critical gap 

in existing literature [22, 2]. The framework demonstrates that 
theoretical integration can overcome the limitations of individu-
al theories while creating synergistic benefits that provide more 
comprehensive strategic guidance than single-theory approach-
es.

The practical contribution encompasses the development of three 
operational tools that translate theoretical insights into action-
able guidance for sports organisations. The Strategic Asset Im-
plementation and Prioritisation Tool offer systematic approaches 
to resource identification, evaluation, and development, serving 
both competitive effectiveness and stakeholder value creation. 
The Strategic Alignment Dashboard enables organisations to 
monitor and enhance their dynamic capabilities while maintain-
ing strategic coherence. The Stakeholder Co-Creation Matrix 
facilitates systematic stakeholder engagement and collaborative 
value creation.

The methodological contribution demonstrates the value of 
stakeholder-informed framework development that combines 
quantitative breadth with qualitative depth [23, 15]. The sequen-
tial mixed-methods approach enables a comprehensive under-
standing of stakeholder perspectives while providing empirical 
validation for theoretical constructs. This methodology pro-
vides a template for future research seeking to develop practical 
frameworks that align theoretical insights with stakeholder ex-
pectations and organisational realities.

Paper Structure and Organisation
This paper is organised into seven main sections that systemat-
ically develop and validate the integrated strategic framework. 
Following this introduction, Section 2 presents a comprehensive 
literature review that examines the theoretical foundations of 
RBV, RAT, and SDL, and identifies opportunities for integra-
tion within sports management contexts. Section 3 describes the 
research methodology, including the sequential mixed-meth-
ods approach, stakeholder-informed framework development, 
and empirical validation procedures. Section 4 reports the re-
search findings, including stakeholder perspectives on strategic 
challenges, success dimensions, and framework requirements. 
Section 5 introduces the RBV-RAT-SDL Integrated Strategic 
Framework, including its theoretical architecture and three op-
erational tools. Section 6 discusses the theoretical and practical 
implications of the research, including contributions to sports 
management literature and guidance for practitioners and poli-
cymakers. Finally, section 7 concludes the paper by summaris-
ing key contributions, acknowledging limitations, and outlining 
directions for future research. The paper also includes com-
prehensive references and relevant diagrams that illustrate the 
framework components and their relationships.

Literature Review and Theoretical Foundations
Resource-Based View in Sports Management
The Resource-Based View (RBV), originally developed by Wer-
nerfelt and refined by Barney, provides a foundational perspec-
tive for understanding how organisations achieve and sustain 
competitive advantage through strategic resource management. 
The theory posits that organisations can achieve superior perfor-
mance by developing and deploying resources that are valuable, 
rare, inimitable, and organisationally embedded (VRIO) [24]. 
In sports management contexts, RBV applications have demon-
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strated relevance in explaining how organisations leverage dis-
tinctive assets for competitive differentiation and the creation of 
stakeholder value. 

Smart and Wolfe conducted seminal research applying RBV 
principles to intercollegiate athletics, demonstrating how sports 
organisations can develop sustainable competitive advantages 
through strategic resource management. Their work identified 
key resources, including coaching expertise, recruiting capabili-
ties, facilities, and organisational culture, as critical determinants 
of athletic success. However, their analysis focused primarily on 
competitive performance outcomes, with limited consideration 
of broader stakeholder value creation and community impact di-
mensions, which characterise contemporary sports management 
challenges – a critique that remains relevant today.

Subsequent research has expanded RBV applications in sports 
contexts to encompass broader organisational effectiveness con-
siderations [25]. Wicker and Breuer examined resource man-
agement in nonprofit sport clubs, identifying human resources, 
facilities, and community relationships as critical assets for or-
ganisational sustainability. Their research highlighted the impor-
tance of resource complementarity and stakeholder embedded-
ness in creating sustainable competitive advantages, particularly 
for resource-constrained organisations operating within com-
plex stakeholder environments. 

The application of RBV principles in sports management has 
revealed several context-specific considerations that distinguish 
sports organisations from traditional business enterprises. The 
temporal nature of sports competition creates unique challenges 
for resource development and deployment, requiring organisa-
tions to balance short-term performance pressures with long-
term strategic development [26]. Furthermore, the emotional 
connections between sports organisations and their stakehold-
ers create opportunities for developing resources that are deep-
ly embedded within community relationships and difficult for 
competitors to replicate.

Contemporary RBV applications in sports management have 
increasingly recognised the importance of intangible resourc-
es, particularly those related to stakeholder relationships, brand 
reputation, and cultural identity [27, 28]. Brand equity, organ-
isational culture, volunteer networks, and community relation-
ships have emerged as critical strategic assets that satisfy VRIO 
criteria while contributing to both competitive effectiveness and 
stakeholder value creation. These resources often derive their 
strategic value from their embeddedness within stakeholder eco-
systems rather than their intrinsic characteristics – a theme re-
inforced in the findings of this study. However, traditional RBV 
applications have been criticised for their static perspective on 
resource management, with limited consideration of how re-
sources evolve and adapt over time [29, 30]. 

This limitation is particularly relevant in sports contexts, where 
organisations must continuously adapt to changing competitive 
conditions, stakeholder expectations, and regulatory environ-
ments. The need for more dynamic approaches to resource man-
agement has led to increased interest in integrating RBV with 
theories that emphasise organisational adaptation, strategic re-
sponsiveness, and dynamic capability development.

Resource-Advantage Theory and Dynamic Capabilities
Resource-Advantage Theory (RAT), developed by Hunt and 
Morgan, extends RBV principles by emphasising the dynamic 
nature of competitive advantage and the importance of contin-
uous resource reconfiguration in response to changing environ-
mental conditions. RAT posits that sustainable competitive ad-
vantage derives from superior resource deployment capabilities 
rather than solely resource possession, highlighting the critical 
role of dynamic capabilities in organisational effectiveness [31, 
32]. The theory's emphasis on dynamic capabilities aligns close-
ly with contemporary challenges in sports management, where 
organisations must continuously adapt to evolving stakehold-
er expectations, technological developments, and competitive 
pressures [33]. 

Dynamic capabilities, defined as the organisation's ability to in-
tegrate, build, and reconfigure internal and external competences 
to address rapidly changing environments, provide a framework 
for understanding how sports organisations can maintain effec-
tiveness while adapting to changing circumstances [34, 35]. Ei-
senhardt and Martin identified several categories of dynamic ca-
pabilities that are particularly relevant for sports organisations. 
These include strategic decision-making processes, alliance and 
acquisition capabilities, resource allocation routines, and knowl-
edge creation processes. In sports contexts, these capabilities 
manifest through leadership effectiveness, innovation adoption, 
organisational learning, and stakeholder engagement capabilities 
that enable organisations to adapt while maintaining stakeholder 
relationships and competitive effectiveness – a theme reinforced 
in the present study’s empirical findings.

The application of RAT principles in sports management has 
highlighted the importance of leadership capabilities in navi-
gating complex stakeholder environments while maintaining 
organisational focus and effectiveness [36]. Leaders in sports 
organisations are required to simultaneously balance stakehold-
er diversity, short-term performance demands, long-term devel-
opment goals, and the preservation of organisational culture. 
These sophisticated leadership requirements necessitate dynam-
ic capabilities that enable continuous learning and adaptation. 
Innovation capabilities represent another critical dynamic capa-
bility for sports organisations, encompassing technology adop-
tion, process improvement, and programme development that 
enhance both competitive effectiveness and stakeholder value 
creation [37, 38]. Innovation must be pursued systematically 
to meet evolving expectations while safeguarding core sporting 
and community-oriented values. This requires capabilities that 
enable systematic innovation while preserving organisational 
identity and stakeholder relationships.

Organisational learning capabilities enable sports organisations 
to systematically capture, process, and apply knowledge from 
their experiences and stakeholder interactions [39]. These ca-
pabilities are particularly important in sports contexts, where 
organisations must learn from both competitive experiences and 
stakeholder feedback to enhance their effectiveness. As empha-
sised in this study, the ability to integrate learning from diverse 
sources while maintaining organisational coherence represents a 
critical dynamic capability for sports organisations. Stakehold-
er engagement capabilities encompass the organisation's ability 
to systematically identify, engage, and collaborate with diverse 
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stakeholder groups while managing competing interests and ex-
pectations [40, 15]. 

These capabilities are fundamental for sports organisations, 
which operate within complex stakeholder ecosystems that in-
clude supporters, sponsors, governing bodies, community mem-
bers, and broader society. The ability to engage stakeholders 
effectively while maintaining organisational effectiveness rep-
resents a sophisticated dynamic capability that requires continu-
ous development and refinement.

Service-Dominant Logic and Value Co-Creation
Service-Dominant Logic (SDL), developed by Vargo and Lusch, 
represents a paradigm shift from traditional goods-dominant ap-
proaches to a service-centred view of value creation that empha-
sises co-creation, relationship building, and collaborative gover-
nance. SDL posits that value is not created by organisations and 
delivered to customers but rather co-created through interactions 
between organisations and stakeholders within broader service 
ecosystems (Vargo & Lusch, 2016) [41]. The SDL perspective 
is particularly relevant for sports organisations, which operate 
within complex stakeholder ecosystems where value creation 
depends heavily on stakeholder participation and engagement 
[42]. Sports experiences are inherently co-created through in-
teractions between organisations, participants, supporters, and 
broader community members, making SDL principles highly 
applicable for understanding and managing sports organisations 
[43, 44].

Vargo and Lusch identified several foundational premises of 
SDL that are relevant to sports management. These include the 
recognition that service is the fundamental basis of exchange, 
value is co-created by multiple actors, all social and econom-
ic actors are resource integrators, and value is always uniquely 
and phenomenologically determined by the beneficiary. These 
premises challenge traditional approaches to sports management 
that emphasise organisational control and value delivery at the 
expense of collaborative value creation – and reinforce the shift 
toward participatory, experience-based stakeholder value mod-
els, as explored in this study. 

The application of SDL principles in sports contexts has been 
advanced by Woratschek et al., who developed the Sport Val-
ue Framework as a fundamental logic for analyses in sport 
management. Their framework emphasises the importance of 
understanding sports organisations as part of broader service 
ecosystems where value is co-created through stakeholder in-
teractions rather than delivered through organisational outputs. 
This framework directly informs the co-creation matrix present-
ed in this paper, which operationalises SDL for stakeholder en-
gagement. This practical application underscores the importance 
of building capabilities in engagement, dialogue, and shared de-
cision-making.

Horbel et al. examined how context shapes value co-creation in 
sport events, demonstrating that spectator experiences are fun-
damentally co-created through interactions between multiple 
stakeholders including organisers, participants, other spectators, 
and broader community members. Their research highlighted 
the importance of understanding and managing these interac-
tions to enhance value creation while maintaining organisational 

effectiveness — an idea further supported by later work examin-
ing fan participation and co-creation mechanisms in digital and 
physical domains [45]. 

The SDL emphasis on value co-creation aligns closely with con-
temporary trends in sports management toward more participa-
tory and collaborative approaches to organisational governance 
[46, 15]. Sports organisations are increasingly recognising the 
importance of stakeholder participation in strategic planning, 
programme development, and performance evaluation as mech-
anisms for enhancing both organisational effectiveness and 
stakeholder satisfaction.

However, the implementation of SDL principles in sports or-
ganisations presents several challenges that require careful con-
sideration [47]. The need to balance collaborative governance 
with organisational effectiveness, manage diverse stakeholder 
expectations, and maintain competitive focus while engaging in 
value co-creation requires sophisticated capabilities and system-
atic approaches. Furthermore, the measurement and evaluation 
of co-created value present ongoing challenges for sports organ-
isations seeking to implement SDL principles — particularly in 
environments where accountability frameworks remain focused 
on linear, output-based models of value delivery.

Integration Opportunities and Theoretical Gaps
The examination of RBV, RAT, and SDL reveals significant op-
portunities for theoretical integration that can address the lim-
itations of individual theories while creating synergistic bene-
fits for sports management applications (Pongsakornrungsilp & 
Schroeder, 2011) [44]. Each theory contributes unique insights 
that complement one another: RBV provides frameworks for re-
source identification and evaluation, RAT emphasises dynamic 
capability development and strategic adaptation, and SDL offers 
approaches to stakeholder engagement and value co-creation 
within broader service ecosystems.

The integration of these theories addresses several critical gaps 
in existing sports management literature [19, 45]. First, the static 
nature of traditional RBV applications can be addressed through 
RAT's emphasis on dynamic capabilities and continuous adap-
tation. Second, the limited stakeholder focus of traditional stra-
tegic management approaches can be enhanced through SDL's 
emphasis on value co-creation and collaborative governance. 
Third, the fragmentation of existing theoretical approaches can 
be overcome through systematic integration that maintains the-
oretical coherence while providing comprehensive practical 
guidance — a key objective of the present study. Theoretical 
integration also addresses the unique characteristics of sports 
organisations that distinguish them from traditional business en-
terprises [48]. The temporal nature of sports competition, emo-
tional stakeholder connections, community embeddedness, and 
social responsibilities create distinctive strategic challenges that 
require integrated approaches rather than isolated theoretical ap-
plications. 

This research presents a layered integration of the Re-
source-Based View (RBV), which informs the identification of 
strategic assets, the Resource-Advantage Theory (RAT), which 
guides dynamic capabilities and strategic adaptation, and the 
Service-Dominant Logic (SDL), which supports value co-cre-
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ation and stakeholder engagement. This layered logic underpins 
the RBV–RAT–SDL Integrated Strategic Framework, as shown 
in Figure 1, which links theoretical foundations with practical 
tools and strategic outcomes in a unified conceptual model. This 
integration not only enhances theoretical coherence but also pro-
vides a platform for practical implementation through three pur-
pose-built tools, as described in the subsequent sections. 

However, the integration of these theories also presents several 
challenges that require careful consideration [49]. The different 
ontological and epistemological foundations of the theories ne-
cessitate careful integration that maintains theoretical coherence 
while avoiding conceptual confusion. Furthermore, the opera-
tionalisation of integrated frameworks requires sophisticated 
tools and methodologies that can translate theoretical insights 
into practical guidance for sports organisations — as addressed 
through the development of the three tools introduced in this 
paper.

The literature review reveals that while individual theories have 
been applied in sports contexts, systematic integration remains 
limited [50, 22]. This represents a significant opportunity for 
theoretical development that can advance both sports manage-

ment theory and practice while providing comprehensive frame-
works for addressing contemporary challenges in sports organ-
isations — especially those operating in resource-constrained, 
community-embedded environments. Figure 1 illustrates a lay-
ered integration of three theoretical perspectives — RBV, RAT, 
and SDL — to support strategic planning and implementation in 
sports organisations. 

The first layer, RBV, focuses on identifying and categorising 
strategic assets (tangible and intangible) through the VRIO 
lens. These feed into the second layer, where RAT explains 
how organisations deploy dynamic capabilities (e.g., leadership, 
innovation, learning) and engage in strategic adaptation (e.g., 
environmental scanning, opportunity identification). The third 
layer, SDL, operationalises value co-creation through stakehold-
er engagement, collaborative governance, and service ecosys-
tem participation. The base of the framework connects theory to 
practice via three implementation tools — Strategic Asset Im-
plementation and Prioritisation, Strategic Alignment Dashboard, 
and Stakeholder Co-Creation Matrix — which collectively drive 
the strategic outcomes of sustainable competitive advantage, 
stakeholder value creation, organisational effectiveness, and 
community impact.

Figure 1: RBV-RAT-SDL Integrated Strategic Framework

Methodology
Research Design and Approach
This research employed a sequential mixed-methods design that 
combined qualitative and quantitative approaches to develop 
and validate the integrated strategic framework [23]. It con-
sisted of three distinct phases, designed to build upon one an-
other, providing a comprehensive understanding of stakeholder 
perspectives while ensuring empirical validation of theoretical 
constructs [51]. 

The research approach was grounded in a pragmatic paradigm 
prioritising practical utility and real-world relevance while 
maintaining theoretical rigour and methodological transparency 
[52, 10]. The first phase involved qualitative exploration through 
focus groups with key stakeholders from Club X, a represen-
tative mid-sized professional sports organisation. This phase 
aimed to identify strategic challenges, success dimensions, and 
framework requirements as perceived by stakeholders while 
informing the development of quantitative survey instruments 
[53]. 
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The second phase involved quantitative validation through 
online surveys with a broader sample of Club X stakeholders, 
providing statistical support for framework components and re-
lationships [54]. The third phase involved in-depth interviews 
with key decision-makers from Club X, providing qualitative 
validation for the integrated framework and its operational tools 
[55, 56].

The research design incorporated principles of participatory 
action research, emphasising collaboration between research-
ers and practitioners to address real-world problems while 
generating theoretical insights [57]. The stakeholder-informed 
framework development process ensured that theoretical in-
sights were grounded in organisational realities and stakehold-
er expectations, enhancing the practical relevance and utility of 
the research outcomes [58, 59]. It also reinforced co-creation of 
knowledge, which aligns with the SDL underpinning the frame-
work’s development.

Case Study Selection and Context
Club X was selected as the case study organisation for this re-
search due to its representative characteristics as a mid-sized 
professional sports organisation operating within a complex 
stakeholder environment. The club competes in a professional 
league with significant competitive pressures while maintaining 
strong community connections and a commitment to youth de-
velopment. It experiences resource constraints that necessitate 
strategic approaches to resource management and stakeholder 
engagement. Its dual identity as both a performance-driven and 
community-embedded organisation reflects the hybrid nature of 
many contemporary sports clubs, making it an appropriate ex-
emplar for theory development and testing [22]. 

The case study approach enabled in-depth investigation of 
strategic challenges and organisational dynamics within a re-
al-world context, providing rich data for framework develop-
ment and validation [60]. The single-case design enabled a de-
tailed exploration of stakeholder perspectives and organisational 
processes, thereby enhancing the internal validity and practical 
relevance of the findings [61]. This depth of inquiry aligns with 
the study’s abductive logic, where theoretical constructs were 
refined through iterative engagement with stakeholder insights 
[62].

The research context is characterised by a professional sports 
league with a mix of professional and semi-professional clubs, 
creating a competitive environment with significant resource 
disparities. The regulatory environment includes financial fair 
play regulations and club licensing requirements that influence 
strategic decision-making. The cultural context is characterised 
by strong community identities and passionate supporter en-
gagement, creating both opportunities and challenges for sports 
organisations. These contextual factors provided a dynamic 
backdrop for testing the proposed framework’s relevance and 
adaptability in practice.

Data Collection and Analysis
Data collection for this research involved a combination of 
qualitative and quantitative methods across the three research 
phases. In Phase 1, four focus groups were conducted with key 
stakeholder groups from Club X, including supporters, volun-

teers, parents of youth academy players, and club management. 
The focus groups explored strategic challenges, success dimen-
sions, and framework requirements, providing rich qualitative 
data for thematic analysis [63]. Participants were recruited using 
purposive sampling to ensure representation across stakeholder 
categories [64]. Thematic saturation guided the number of focus 
groups, ensuring adequate depth and diversity of perspectives.

In Phase 2, an online survey was distributed to a broader sam-
ple of Club X stakeholders, including supporters, community 
members, and club partners. The survey instrument was de-
signed based on the findings from Phase 1 and included ques-
tions related to strategic priorities, organisational performance, 
and stakeholder engagement. The survey generated quantitative 
data, which were examined using both descriptive and inferen-
tial statistics to validate the framework components and relation-
ships [65]. The sample size exceeded the minimum threshold 
for reliable factor-level analysis, and internal consistency was 
assessed using Cronbach’s alpha. 

In Phase 3, in-depth interviews were conducted with ten key de-
cision-makers from Club X, including board members, senior 
management, and coaching staff. The interviews explored the 
relevance and utility of the integrated framework and its oper-
ational tools, providing qualitative validation for the research 
outcomes. Interview transcripts were analysed thematically to 
identify patterns concerning framework implementation and 
perceived organisational impact [66].

Interviews followed a semi-structured guide to strike a balance 
between consistency across interviews and flexibility to explore 
emerging insights [55]. An integrative data analysis approach 
was adopted, combining thematic interpretation of qualitative 
data from focus groups and interviews with statistical analysis 
of survey responses. Triangulation across phases enhanced the 
credibility of results and supported the empirical robustness of 
the integrated framework [67].

Ethical Considerations and Trustworthiness
This research adhered to the highest ethical standards to ensure 
the protection of participants and the integrity of the research 
process. Informed consent was obtained from all participants 
prior to data collection, and anonymity and confidentiality were 
maintained throughout the study. The study received ethical ap-
proval from the appropriate institutional review board, and all 
data were securely stored to protect participant privacy. Partici-
pants were informed of their right to withdraw at any time with-
out consequence, in accordance with best ethical practice [68]. 
All procedures complied with the institutional, national, and 
disciplinary guidelines for research involving human subjects. 
Trustworthiness of the research findings was established through 
several mechanisms, including triangulation, member checking, 
and reflexivity [69]. 

Triangulation involved the use of multiple data sources and 
methods to provide a comprehensive understanding of the re-
search problem. Member checking was conducted by sharing 
key findings with selected participants to ensure their accuracy 
and relevance. Reflexivity was ensured through ongoing reflec-
tion on the researcher's role and biases throughout the research 
process. An audit trail was maintained throughout data collec-
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tion and analysis to ensure transparency and enable external ver-
ification of methodological decisions [70].

Findings and Framework Development
Strategic Challenges in Sports Organisations
The empirical investigation revealed that sports organisations 
face multifaceted strategic challenges that require integrated 
approaches instead of fragmented theoretical applications. Par-
ticipants consistently identified resource constraints as a funda-
mental challenge, with limited financial resources necessitating 
strategic approaches to resource allocation and development 
[22]. However, the research revealed that resource challenges 
extend beyond financial constraints and include human capital, 
infrastructure limitations, and capability development needs that 
are critical for achieving competitive effectiveness and creating 
stakeholder value. 

Stakeholder management emerged as a particularly complex 
challenge, with participants highlighting the difficulty of bal-
ancing competing stakeholder expectations while maintaining 
organisational focus and effectiveness [71]. The research iden-
tified multiple stakeholder groups with different priorities and 
expectations, including supporters seeking competitive success, 
community members emphasising social impact, sponsors re-
quiring commercial returns, and governing bodies enforcing 
regulatory compliance. Volunteers and youth academy families 
also emerged as distinct stakeholder groups with unique needs, 
underscoring the breadth of the stakeholder ecosystem. Man-
aging these divergent expectations while preserving strategic 
coherence represents a critical strategic challenge for sports or-
ganisations. 

The temporal nature of sports competition creates additional 
strategic challenges that distinguish sports organisations from 
traditional business enterprises [72]. Participants emphasised the 
difficulty of balancing short-term performance pressures with 
long-term strategic development, particularly in contexts where 
competitive results directly impact stakeholder support and re-
source availability. This temporal tension requires integrated 
and adaptive strategic approaches that can maintain competitive 
focus while building long-term organisational capabilities and 
stakeholder relationships.

Success Dimensions and Performance Indicators
The research revealed that success in sports organisations is 
fundamentally multi-faceted, dynamic, and stakeholder-defined, 
challenging traditional performance-centric approaches that 
have dominated sports management practice [73]. Participants 
identified four primary success dimensions that must be bal-
anced for sustainable organisational effectiveness: competitive 
performance, financial sustainability, community engagement, 
and organisational development. Competitive performance re-
mains a critical success dimension, with participants emphasis-
ing the importance of on-field success for stakeholder satisfac-
tion and organisational legitimacy. 

However, the research revealed that competitive success must 
be balanced with other success dimensions to ensure long-term 
sustainability. Participants highlighted the importance of devel-
oping competitive capabilities that are sustainable over time, 
rather than prioritising short-term results over enduring organ-

isational growth. This reflects a growing emphasis on “compet-
itive resilience” as a strategic objective in resource-constrained 
environments.

Financial sustainability emerged as an equally important success 
dimension, with participants emphasising the need for diversi-
fied revenue streams and prudent financial management. The 
findings indicated that financial sustainability requires strategic 
approaches to revenue generation that align with stakeholder 
expectations and organisational values. Participants highlighted 
the importance of developing financial capabilities that support 
both competitive effectiveness and community engagement. 
Revenue sources, including matchday income, sponsorship, 
grants, and merchandise, were identified as key areas requiring 
enhanced integration. Community engagement represents a dis-
tinctive success dimension for sports organisations, reflecting 
their unique role within community ecosystems [19]. 

Participants emphasised the importance of maintaining strong 
community connections while pursuing competitive and com-
mercial objectives. Data indicated that community engagement 
requires systematic approaches to stakeholder relationship man-
agement and collaborative value creation. Examples included 
outreach programmes, youth development initiatives, and cul-
tural events that reinforce the club’s embeddedness within its 
locality. Organisational development encompasses the internal 
capabilities and processes that enable sports organisations to 
achieve their multiple objectives while adapting to changing 
circumstances [34]. Participants highlighted the importance of 
developing leadership capabilities, organisational culture, and 
learning processes that support both competitive effectiveness 
and stakeholder value creation. A particular emphasis was placed 
on the importance of cross-functional leadership, communica-
tion, and strategic alignment at all levels of the organisation.

Strategic Assets and Resource Identification
The empirical investigation identified five categories of strate-
gic assets that are critical for sports organisation effectiveness: 
youth academy systems, community relationships, volunteer 
networks, brand equity, and organisational culture. These assets 
demonstrate the characteristics of strategic resources as defined 
by RBV theory, being valuable, rare, inimitable, and organisa-
tionally embedded [74]. Youth academy systems emerged as a 
critical strategic asset that serves multiple organisational objec-
tives simultaneously. Participants highlighted the role of youth 
development in creating competitive advantages through player 
development, while also building community connections and 
fostering stakeholder loyalty. Findings confirmed that effective 
youth academy systems require significant resource investments 
but provide long-term returns through player development, com-
munity engagement, and stakeholder value creation. Moreover, 
they contribute to financial sustainability through talent mone-
tisation and serve as a visible symbol of the club’s identity and 
values.

Community relationships represent a distinctive strategic asset 
for sports organisations, providing access to resources, legiti-
macy, and stakeholder support that are difficult for competitors 
to replicate [75]. Participants emphasised the importance of 
building and maintaining authentic community connections that 
extend beyond transactional relationships to encompass mutu-
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al value creation and collaborative governance. These relation-
ships often serve as a platform for co-produced social initiatives, 
enhancing the club's cultural relevance. 

Volunteer networks provide critical human resources for sports 
organisations, while also creating opportunities for stakehold-
er engagement and fostering community connections [76]. Ev-
idence indicated that effective volunteer management requires 
systematic approaches to recruitment, training, and retention 
that recognise volunteers as strategic assets rather than merely 
cost-saving mechanisms. Successful clubs cultivate a culture of 
appreciation and inclusion around their volunteers, enhancing 
long-term organisational resilience.

Brand equity encompasses the intangible assets related to an 
organisation's reputation, stakeholder loyalty, and market posi-
tion that influence stakeholder behaviour and access to resources 
[77]. Participants emphasised the importance of building brand 
equity through consistent performance, authentic stakeholder 
engagement, and community contributions, rather than merely 
focusing on marketing activities. Brand equity was also seen to 
mediate stakeholder trust, attract commercial partners, and un-
derpin advocacy within the local ecosystem.

Organisational culture represents the shared values, beliefs, 
and practices that guide organisational behaviour and interac-
tions with stakeholders [78]. Findings revealed that strong or-
ganisational cultures provide competitive advantages through 
enhanced stakeholder loyalty, improved performance, and in-
creased adaptability to changing circumstances. Clubs with 
clearly articulated and lived cultural values were perceived as 
more cohesive, mission-driven, and capable of managing uncer-
tainty.

Dynamic Capabilities and Organisational Adaptation
The research identified four critical dynamic capabilities that 
enable sports organisations to maintain effectiveness while 
adapting to changing circumstances: leadership effectiveness, 
innovation capabilities, organisational learning, and stakehold-
er engagement. These capabilities align with RAT principles by 
emphasising the organisation's ability to reconfigure resources 
and adapt to changing environmental conditions [79].

Leadership effectiveness encompasses the capabilities required 
to guide sports organisations through complex strategic chal-
lenges while maintaining stakeholder relationships and organi-
sational culture [80]. Participants highlighted the importance of 
leadership capabilities that can balance competing stakeholder 
demands, manage change processes, and maintain organisation-
al focus while adapting to evolving circumstances. Effective 
leadership was viewed as both decision-making and sense-mak-
ing, enabling the organisation to navigate short-term pressures 
while sustaining a long-term strategic vision.

Innovation capabilities enable sports organisations to contin-
uously improve their processes, programmes, and stakeholder 
engagement approaches while maintaining their core identity 
and values [81]. The research revealed that innovation in sports 
organisations must strike a balance between technological ad-
vancements and stakeholder expectations, as well as organisa-
tional culture. Examples cited by participants included digital 

fan engagement platforms, innovative community outreach ini-
tiatives, and improved academy development models. 

Organisational learning capabilities enable sports organisations 
to systematically capture, process, and apply knowledge from 
their experiences and stakeholder interactions [82]. Participants 
emphasised the importance of learning capabilities that can in-
tegrate insights from competitive experiences, stakeholder feed-
back, and industry developments to enhance organisational ef-
fectiveness. Clubs that embedded learning mechanisms—such 
as review cycles, reflective practices, and knowledge-sharing 
systems—were perceived as more agile, cohesive, and strategi-
cally aligned.

Stakeholder engagement capabilities encompass the organisa-
tion's ability to systematically identify, engage, and collaborate 
with diverse stakeholder groups while managing competing in-
terests and expectations [40]. The research revealed that effec-
tive stakeholder engagement requires sophisticated capabilities 
in communication, relationship management, and collaborative 
governance. These capabilities were closely linked to enhanced 
trust, enduring stakeholder loyalty, and the proactive manage-
ment of emerging issues.

RBV-RAT-SDL Integrated Strategic Framework
Framework Architecture and Theoretical Integration
The RBV-RAT-SDL Integrated Strategic Framework represents 
a synthesis of empirical findings and theoretical insights that 
address the multifaceted challenges facing contemporary sports 
organisations [83]. The framework architecture is built upon 
three interconnected theoretical foundations that operate syn-
ergistically to provide comprehensive strategic guidance while 
maintaining practical utility for organisational implementation 
[24]. This integrated approach reflects the need to shift from 
single-theory abstraction to applied, multi-layered thinking in 
real-world sport settings.

The RBV component provides the foundational layer for stra-
tegic asset identification, evaluation, and development [84]. 
This component guides organisations systematically identifying 
tangible and intangible resources that satisfy the VRIO criteria, 
while recognising the unique characteristics of sports contexts 
in which competitive advantage often derives from intangible 
assets, such as community relationships, organisational culture, 
and stakeholder loyalty [85]. It emphasises complementarity and 
interconnectedness, noting that strategic value often emerges 
from resource configurations rather than isolated asset posses-
sion. In the case of Club X, strategic assets such as brand equity, 
volunteer networks, and academy systems illustrate this comple-
mentarity in practice.

The RAT component provides the dynamic layer that enables 
continuous resource reconfiguration and capability development 
in response to changing environmental conditions [31]. This 
component addresses the limitations of static RBV approaches 
by emphasising dynamic capabilities in leadership, innovation, 
organisational learning, and stakeholder engagement that enable 
sports organisations to maintain competitive effectiveness while 
adapting to evolving stakeholder expectations and market con-
ditions [34]. Sustainable advantage, in this view, stems not from 
resource possession but from superior resource deployment 
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capabilities — a principle especially salient in resource-con-
strained environments where strategic agility and capability or-
chestration are paramount.

The SDL component provides the stakeholder engagement lay-
er that enables value co-creation and collaborative governance 
approaches [86]. This component addresses the complex stake-
holder environments within which sports organisations operate 
by providing systematic approaches to stakeholder engagement, 
participatory governance, and collaborative value creation [45]. 
The SDL component recognises that value is co-created through 
stakeholder interactions rather than delivered through organ-
isational outputs, thus requiring advanced capabilities in rela-
tionship management and co-production. In Club X, SDL was 
reflected in co-designed youth programmes, supporter consulta-
tion initiatives, and embedded community outreach, reinforcing 
the organisation's role as both service provider and community 
asset.

Framework integration occurs through three primary mech-
anisms that ensure theoretical coherence while maintaining 
practical utility. (1) Resource-capability alignment ensures that 
strategic assets identified through RBV principles are developed 
and deployed through dynamic capabilities emphasised by RAT 
[30]. (2) Stakeholder-resource integration ensures that resource 
development and capability enhancement serve stakeholder val-
ue creation objectives emphasised by SDL [46]. (3) Dynamic 
co-creation enables continuous framework adaptation through 
stakeholder feedback and collaborative improvement process-
es. This last mechanism is essential to ensure the framework’s 
adaptability in rapidly changing competitive and socio-cultural 
contexts.

Strategic Asset Implementation Tool
The Strategic Asset Implementation Tool operationalises RBV 
principles within the integrated RBV–RAT–SDL framework 
by providing a systematic four-stage approach to the identifi-
cation, evaluation, prioritisation, and development of strategic 
assets [87]. It reflects the shift from static, internally focused 
evaluations of resource value toward a more dynamic, stake-
holder-informed, and co-creative understanding of strategic 
resources. This transition ensures that resource development 
initiatives support not only competitive effectiveness but also 
broader stakeholder legitimacy and engagement, consistent with 
the principles of RAT and SDL. 

The process begins with a foundational step: understanding the 
organisation’s purpose, vision, and long-term strategic intent. 
This initial stage ensures that all subsequent actions are aligned 
with the outcomes most valued by internal and external stake-
holders. Strategic assets cannot be meaningfully identified or 
evaluated in a vacuum; they must be considered in the context of 
the organisation’s raison d’être and its desired position in a com-
petitive and relational landscape. For sport organisations, this 
includes alignment with community values, member aspirations, 
and social legitimacy as well as performance outcomes.

The second stage focuses on identifying strategic assets using 
stakeholder-informed approaches. It combines internal assess-
ments with insights from external stakeholders, acknowledg-
ing that value derives from both organisational capabilities 
and stakeholder perceptions [88]. The process includes a com-
prehensive mapping of tangible resources—such as facilities, 
equipment, and financial assets—as well as intangible resources 
like brand equity, organisational culture, volunteer structures, 
and community relationships. In the case of Club X, stakeholder 
consultations highlighted the importance of volunteer networks 
and the reputation of the youth academy, both of which were 
subsequently treated as critical strategic assets. 

Once identified, the third stage involves evaluating each as-
set using an enhanced VRIO framework (Barney, 1991). This 
builds upon traditional RBV logic by incorporating a stakehold-
er lens that reflects the realities of relational value creation. The 
assessment of ‘value’ considers both competitive potential and 
stakeholder relevance, allowing for the inclusion of assets that 
may not confer direct advantage but that enable trust, loyalty, 
or legitimacy. ‘Rarity’ is assessed not only in terms of market 
scarcity but also with regard to the unique value the resource 
holds for stakeholders. ‘Inimitability’ is expanded to include not 
just physical or organisational barriers to replication, but also the 
extent to which a resource is embedded within local knowledge, 
community ties, or shared identity [89]. Finally, ‘organisational 
embeddedness’ is evaluated based on both internal capacities to 
deploy the resource and the degree to which it can be integrated 
into co-creative stakeholder processes. This holistic approach 
ensures that resources are evaluated not only for theoretical 
competitiveness but also for practical strategic relevance.

The final stage involves prioritising strategic resources for in-
vestment and development. A multi-criteria decision-making 
approach is used to weigh potential competitive advantage, 
stakeholder value, development needs, and implementation 
feasibility [90]. Crucially, the prioritisation process includes 
stakeholder input through targeted consultation mechanisms, en-
suring that choices reflect both internal capability and external 
expectations. Priority resources are those that demonstrate high 
potential to advance the organisation’s vision, generate stake-
holder engagement, and deliver measurable outcomes. 

The resulting prioritisation matrix helps sport organisations al-
locate their limited resources toward initiatives that maximise 
strategic coherence, impact, and alignment. Figure 2 presents a 
sequential flow beginning with the articulation of organisational 
purpose and vision (Stage 1), followed by the stakeholder-in-
formed identification of strategic assets (Stage 2), an evaluation 
using enhanced VRIO criteria (Stage 3), and the prioritisation of 
assets based on feasibility and strategic impact (Stage 4). It illus-
trates how the RBV–RAT–SD Integrated Strategic Framework 
can be applied in practice to guide resource-based planning in 
sport organisations.
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Figure 2: Strategic Asset Implementation Tool - A Four-Stage Process for Purpose-Aligned Resource Development

Strategic Alignment Dashboard
The Strategic Alignment Dashboard operationalises principles 
from RAT by offering a structured and dynamic approach to 
capability development, strategic responsiveness, and perfor-
mance monitoring in stakeholder-rich environments [33]. The 
dashboard serves as both a strategic steering mechanism and an 
iterative feedback system, aligning internal development efforts 
with external expectations and evolving market conditions. It 
ensures that dynamic capabilities are not developed in isolation 

but are continuously informed by stakeholder value, competitive 
forces, and organisational learning. Figure 3 presents a layered 
model for aligning internal capabilities with external challeng-
es, stakeholder expectations, and performance outcomes. It 
integrates capability development, strategic adaptation, perfor-
mance monitoring, and feedback processes into a unified system 
designed to maintain strategic coherence in dynamic environ-
ments. It operationalises the dynamic alignment logic embedded 
in the RBV–RAT–SDL Integrated Strategic Framework.

Figure 3: Strategic Alignment Dashboard - A Dynamic System for Coherent Organisational Adaptation

The first component, Capability Development, focuses on culti-
vating the four dynamic capabilities identified through empirical 
research: organisational learning, innovation, leadership effec-
tiveness, and stakeholder engagement [30]. These capabilities 
form the foundation for sustainable organisational responsive-
ness. Learning capability incorporates mechanisms such as 
knowledge management, stakeholder-informed performance 
reviews, and continuous improvement [39]. Innovation includes 
not only technological advancement and programme redesign 
but also novel approaches to problem-solving and stakeholder 
collaboration. For example, Club X introduced digital engage-
ment tools and redesigned fan experiences to enhance both com-
petitiveness and relational value.

Leadership Development entails strengthening competencies in 
strategic vision, change leadership, stakeholder alignment, and 

performance management—essential for navigating uncertainty 
and leading adaptive change. Complementing this, stakeholder 
engagement capability focuses on communication, relational 
governance, and collaborative planning. Club X’s shift from 
top-down messaging to co-created planning forums exemplified 
this capability, enhancing trust and alignment. The second com-
ponent, Strategic Adaptation Engine, connects capability devel-
opment to external strategic action. It includes environmental 
scanning, threat and opportunity assessment, and strategic re-
sponse formulation [91]. Environmental scanning integrates 
stakeholder expectation analysis, competitive benchmarking, 
regulatory surveillance, and market sensing. Opportunity iden-
tification considers how internal strengths can be matched with 
emerging stakeholder needs to generate value and build sus-
tained advantage. This ensures that adaptation is proactive rather 
than reactive—aligning resource investments with the external 
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environment.

The third component, Performance Monitoring, measures prog-
ress in three interconnected domains: capability indicators, 
stakeholder value metrics, and traditional competitive metrics. 
Capability indicators may include innovation rates, leadership 
performance metrics, or evidence of learning application. Stake-
holder metrics such as engagement levels, satisfaction scores, 
and co-creation outcomes help organisations track relational 
effectiveness. Traditional competitive metrics, including finan-
cial performance, market share, and operational efficiency, re-
main relevant but are framed within a broader value-oriented 
logic [92]. This composite measurement approach ensures the 
organisation monitors not only what it achieves, but how those 
achievements align with evolving capability and stakeholder ex-
pectations.

Finally, Feedback Loops ensure the dashboard functions as an it-
erative learning and realignment tool. These loops include struc-
tured mechanisms for regular review, adjustment, and strategic 
recalibration. Insights derived from performance monitoring 
inform continuous capability enhancement, thereby closing the 
loop between strategic intent, implementation, and outcome. By 
enabling organisations to balance internal strengths with exter-
nal demands and stakeholder-defined value, the Strategic Align-
ment Dashboard provides a practical method for implementing 
the RBV–RAT–SDL Integrated Strategic Framework.

Stakeholder Co-Creation Matrix
The Stakeholder Co-Creation Matrix, presented in Figure 4, 
operationalises key principles of SDL by offering a structured 
yet adaptable framework for stakeholder engagement and val-
ue co-creation [41]. It enables organisations to design differen-
tiated participation pathways for diverse stakeholder groups, 
while maintaining strategic coherence and operational feasibil-
ity. Rather than treating stakeholder engagement as a uniform 
process, the matrix introduces a typology that classifies stake-
holders, tailors engagement mechanisms, and aligns co-creation 
initiatives with organisational priorities and capacities.

At the core of the matrix lies the recognition that stakeholders 
differ not only in their proximity to the organisation but also in 
their potential for co-creating value. Stakeholders are mapped 
along two key dimensions: level of engagement (ranging from 
passive to collaborative) and type of contribution (ranging from 
advisory input to direct co-production). This two-dimensional 
design facilitates the development of engagement strategies that 
are both inclusive and strategically aligned with the stakehold-
ers’ actual capacity and willingness to contribute [40, 93].

The first quadrant focuses on consultative stakeholders, includ-
ing regulatory bodies, governing institutions, and passive spon-
sors. These groups are typically engaged through formalised, 
structured mechanisms—such as compliance reports, policy 
briefings, or stakeholder surveys. While their contributions are 

primarily advisory or regulatory in nature, they provide legiti-
macy, oversight, and a valuable external perspective. 

The second quadrant targets collaborative stakeholders who are 
actively involved in programme or content co-creation. This 
category includes fans, community partners, and local members 
who seek meaningful participation in shaping fan experiences, 
youth programmes, or outreach initiatives. Engagement methods 
here often include co-creation workshops, digital platforms, and 
participatory planning forums. For example, Club X success-
fully applied this quadrant by facilitating fan-led digital media 
campaigns and collaboratively designing matchday experiences. 

The third quadrant encompasses governance-level stakeholders, 
including senior supporters, volunteers, and staff members, who 
may participate in co-decision-making and provide strategic in-
put. Their involvement is typically structured through advisory 
committees, working groups, or representative roles in gover-
nance structures. These stakeholders contribute high levels of 
insight, accountability, and institutional memory, and their en-
gagement reinforces trust and fosters a shared ownership of the 
strategic direction. 

The fourth quadrant addresses informal contributors, including 
local residents, extended family members of players, and casu-
al supporters. Although their interaction may be less formal or 
regular, these stakeholders contribute relational capital and valu-
able perspectives. Engagement with this group is best facilitated 
through accessible, low-barrier mechanisms—such as commu-
nity events, open training sessions, or informal feedback loops. 
At Club X, such engagement informed the design of inclusive 
communication channels and helped cultivate grassroots trust 
and goodwill.

Importantly, the matrix not only maps existing stakeholder re-
lationships but also identifies untapped opportunities for stra-
tegic co-creation across four domains: Programme co-creation 
(e.g., community initiatives or youth development pathways); 
Governance co-creation (e.g., strategic input or advisory repre-
sentation); Content co-creation (e.g., collaborative storytelling 
or digital engagement); Facility co-creation (e.g., participatory 
design or usage policy input) [46, 94]. 

By intentionally linking stakeholder types to engagement modes 
and co-creation domains, the matrix enhances both the inclu-
sivity and effectiveness of stakeholder strategies. It provides a 
practical, SDL-informed tool for navigating complex stakehold-
er ecosystems in a way that strengthens legitimacy, trust, and 
sustainable value creation. Thus, Figure 4 becomes a two-di-
mensional planning tool that categorises stakeholders based on 
their level of engagement and type of contribution. It supports 
the development of targeted, meaningful engagement strategies 
and aligns co-creation opportunities with organisational capacity 
and stakeholder expectations.
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Figure 4: Stakeholder Co-Creation Matrix 

Discussion and Implications
Theoretical Contributions
This research makes several important theoretical contributions 
to the sports management literature, advancing the understanding 
of strategic management within complex and stakeholder-rich 
environments. Most notably, the RBV–RAT–SDL Integrated 
Strategic Framework represents the first systematic synthesis 
of these three perspectives within a sports context, addressing 
a critical gap in the literature that has traditionally treated them 
in isolation [95]. This tri-theoretical integration responds to calls 
for more context-sensitive models that reflect the pluralistic, dy-
namic, and often resource-constrained environments in which 
many sports organisations operate. 

The resulting framework demonstrates that theoretical integra-
tion can overcome the limitations of each individual theory, 
producing synergistic benefits that offer more comprehensive 
and operationally relevant strategic guidance than single-theory 
approaches. The research advances RBV applications in sports 
by explicitly incorporating stakeholder perspectives into the pro-
cesses of resource identification and evaluation [96]. Traditional 
RBV applications often underplay the significance of relational 
and community-based resources in generating sustained advan-
tages, particularly for mid-sized clubs lacking elite-level assets. 

This research demonstrates how intangible assets, such as legit-
imacy, trust, and stakeholder engagement, can meet the VRIO 
criteria when embedded within stakeholder ecosystems. Rather 
than focusing solely on differentiation-based competitive advan-
tage, the framework demonstrates how stakeholder-embedded 
resources contribute to organisational resilience, legitimacy, and 
co-created value, thereby expanding the conceptualisation of 
what constitutes a ‘strategic resource’ in practice.

In relation to RAT, the research makes a further contribution 
by identifying and contextualising the development of dynamic 
capabilities—specifically, leadership effectiveness, innovation, 
organisational learning, and stakeholder engagement—as foun-

dational enablers of adaptive strategy. These capabilities are not 
simply internal operational routines but are understood as rela-
tional and co-created competencies, shaped through continuous 
interaction with stakeholders and the external environment [97]. 
This approach extends RAT by showing that dynamic capabili-
ties can serve dual functions: sustaining competitive responsive-
ness while simultaneously supporting collaborative value cre-
ation—a duality often overlooked in conventional applications 
of the theory. 

The research also deepens the application of SDL in sports man-
agement by operationalising its abstract principles through the 
Stakeholder Co-Creation Matrix. While SDL has been influen-
tial in sports marketing, its integration into strategic planning 
and organisational design has been limited [98]. The framework 
bridges this gap by offering practical tools and decision-mak-
ing mechanisms that enable systematic stakeholder engagement 
while maintaining strategic coherence. In doing so, it trans-
forms SDL from a primarily conceptual paradigm into a gov-
ernance-oriented practice framework for sport organisations—
particularly those navigating complex stakeholder expectations 
and resource constraints.

Practical Implications for Sports Organisations
The RBV-RAT-SDL Integrated Strategic Framework provides 
sports organisations with actionable strategic guidance for ad-
dressing the multifaceted challenges that characterise contem-
porary sports management [3]. The Strategic Asset Implemen-
tation Tool offers a structured, stakeholder-informed process for 
systematically identifying, evaluating, and developing resources 
that contribute to both competitive effectiveness and stakeholder 
value creation. This tool is particularly valuable for mid-sized 
sports organisations, which often operate under resource con-
straints and must optimise limited assets while balancing diverse 
stakeholder expectations and managing the tension between 
short-term results and long-term impact. 

By embedding stakeholder perspectives into resource evalua-
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tion, the framework enables a more inclusive and context-sen-
sitive approach to strategic planning—one that complements 
traditional competitive analysis with relational insight [71]. This 
integrated approach can improve the quality and legitimacy of 
strategic decision-making, build stakeholder trust, and enhance 
organisational transparency. Importantly, it also supports inclu-
sive governance by identifying and prioritising resources that, 
while not immediately advantageous in market terms, strengthen 
long-term sustainability through enhanced stakeholder relation-
ships and legitimacy.

The Strategic Alignment Dashboard equips sports organisations 
with a dynamic system for capability development and perfor-
mance monitoring, supporting strategic agility while maintain-
ing coherence of purpose [34]. By aligning capability develop-
ment with stakeholder engagement and environmental scanning, 
the dashboard enables organisations to continuously adapt in a 
manner that preserves internal alignment and external respon-
siveness. This allows sports organisations to monitor and en-
hance their adaptive capacity, ensuring that change initiatives 
are not only responsive to external pressures but also consis-
tent with organisational values and stakeholder expectations. 
In doing so, the dashboard strengthens an organisation’s ability 
to sense, seize, and transform strategic opportunities in rapidly 
evolving environments.

The Stakeholder Co-Creation Matrix offers a practical frame-
work for designing tailored stakeholder engagement strategies, 
enabling sports organisations to systematically involve diverse 
stakeholder groups in co-creation processes while maintaining 
operational effectiveness [99]. Rather than treating stakeholder 
engagement as a generic or symbolic activity, the matrix helps 
organisations select appropriate engagement mechanisms based 
on stakeholders’ proximity and potential contribution. This ap-
proach not only enhances stakeholder inclusion and creativity 
but also allows organisations to access external capabilities and 
relational resources that may not be accessible through tradition-
al governance mechanisms. The result is a more participatory, 
sustainable, and contextually aligned response to complex stra-
tegic challenges.

Policy and Industry Implications
The research findings have important implications for sports 
policy development and sector-wide governance, extending be-
yond individual organisational applications [100]. The frame-
work’s emphasis on stakeholder engagement and community 
embeddedness aligns with increasing policy focus on the social 
responsibilities and developmental roles of sports organisations.  
Policymakers can apply insights from the framework to design 
supportive policies, funding instruments, and oversight mecha-
nisms that incentivise collaborative governance and stakehold-
er-centred development—while preserving competitive integrity. 
The research highlights the importance of stakeholder-informed 
approaches to sports governance, which move beyond tradition-
al top-down regulatory models toward more collaborative and 
participatory paradigms [101].  

Sport’s governing bodies can utilise the framework’s principles 
to reconceptualise their role—not only as regulators but also as 
enablers and facilitators of strategic development. This dual role 
supports a shift from compliance-focused governance toward 

value-enabling leadership, where strategic guidance is offered 
alongside regulation to empower member organisations in im-
plementing integrated approaches.

The framework’s tools and methodologies can inform indus-
try-wide knowledge-sharing, capacity building, and good gov-
ernance practices [102].  Sports federations, leagues, and profes-
sional associations may adopt the framework to shape education 
programmes, leadership training, and consultancy offerings that 
enhance management and governance capabilities across the 
sector. This can contribute to the professionalisation of sports 
administration and the development of a shared strategic vocab-
ulary, fostering greater alignment across different organisational 
levels and stakeholder groups.

Limitations and Future Research Directions
While the RBV-RAT-SDL Integrated Strategic Framework offers 
valuable guidance for sports organisations, several limitations 
must be acknowledged to ensure its appropriate application and 
to contextualise its contributions [103]. First, the framework was 
developed through an in-depth single-case study situated within 
a specific cultural, organisational, and regulatory environment. 
While the case—Club X—shares characteristics with many mid-
sized professional football clubs, the findings may not be fully 
generalisable to organisations in other sports, national systems, 
or structural configurations. 

Further empirical testing is therefore necessary to assess the 
framework’s relevance and transferability across different con-
texts. Second, the framework’s emphasis on stakeholder en-
gagement and collaborative governance may not be equally ap-
plicable in all strategic or institutional environments. In sports 
systems dominated by short-term commercial imperatives, cen-
tralised decision-making structures, or weak community ties, 
extensive stakeholder participation may introduce operational 
complexity, political tension, or misalignment with organisa-
tional imperatives. The framework may therefore be best suited 
to organisations that operate in stakeholder-rich environments, 
possess strong community connections, or seek to balance social 
and competitive goals.

Third, the study’s mixed-methods design, while methodologi-
cally robust, offers only a cross-sectional view of the organi-
sation at a particular moment in time. As such, it does not fully 
capture the long-term evolution of the framework’s implemen-
tation or its sustained impact on organisational performance and 
stakeholder value creation. Future research employing longitu-
dinal designs could enhance understanding of how the frame-
work evolves over time and under different strategic conditions. 
To address these limitations, future research should pursue three 
key avenues. First, comparative case studies across different 
sports, countries, and organisational levels (e.g., elite vs. grass-
roots) could help identify both universal principles and con-
text-specific adaptations [104]. 

Second, participatory action research and co-design methodol-
ogies could be employed to refine the framework in collabora-
tion with practitioners, thereby enhancing its usability and im-
plementation fidelity. Third, longitudinal evaluation studies are 
needed to assess the framework’s long-term effectiveness and to 
identify barriers, enablers, and unintended consequences during 
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implementation. Such research would also support the iterative 
development of practical tools and indicators that enhance stra-
tegic coherence and stakeholder alignment over time.

Conclusion
Research Summary and Key Contributions
This research has developed and validated the first integrated 
strategic framework that combines the Resource-Based View 
(RBV), Resource-Advantage Theory (RAT), and Service-Dom-
inant Logic (SDL), specifically designed for application in 
sports organisations [24, 31, 41]. This tri-theoretical framework 
addresses critical gaps in the sports management literature by 
offering comprehensive strategic guidance for organisations op-
erating in complex, stakeholder-rich environments, while main-
taining strong practical relevance for implementation. 

The empirical investigation revealed that success in sports or-
ganisations is fundamentally multi-faceted, stakeholder-in-
formed, and context-sensitive—challenging the traditional, per-
formance-focused approaches that have long dominated the field 
[73]. Community engagement, financial sustainability, youth 
development, and organisational culture were identified as criti-
cal and interdependent success dimensions requiring integrated 
strategic approaches, rather than isolated management attention.

The identification of key strategic assets—including youth acad-
emy systems, community relationships, volunteer networks, 
brand equity, and organisational culture—provides specific 
guidance for resource development that simultaneously supports 
competitive effectiveness and stakeholder value creation [85]. 
The research demonstrates that strategic value often emerges 
from the complementarity and embeddedness of resource com-
binations within stakeholder ecosystems, rather than from the 
possession of individual assets in isolation. This insight neces-
sitates a shift toward holistic resource management approaches 
that recognise relational dynamics and synergistic potential. 

The operationalisation of the framework through three practi-
cal tools—the Strategic Asset Implementation Tool, Strategic 
Alignment Dashboard, and Stakeholder Co-Creation Matrix—
equips sports organisations with systematic methods for strategic 
planning, capability development, and stakeholder engagement 
[87, 34, 41]. These tools translate abstract theoretical insights 
into context-sensitive, actionable guidance that can be adapted 
across diverse sporting codes and organisational scales, while 
preserving both conceptual integrity and practical effectiveness.

Future Research Directions
This research lays a foundation for future scholarship that aims 
to enhance both theoretical understanding and practical utility in 
sports management [105]. Longitudinal validation studies rep-
resent a particularly important next step, enabling researchers to 
assess the sustained effectiveness of the framework over time, 
identify emergent implementation challenges, and examine how 
integrated strategic approaches evolve in response to shifting 
internal and external dynamics. Cross-cultural and inter-sport 
applications are also critical avenues for further investigation. 
Given that this study was conducted within a single cultural and 
regulatory context, its applicability to other settings—such as 
elite professional sport, amateur or grassroots sport, or interna-
tional contexts—remains an open question. 

Comparative research across diverse sporting traditions, gov-
ernance structures, and institutional environments would help 
clarify which elements of the framework are universally appli-
cable and which require contextual adaptation [106]. Further, 
large-scale quantitative testing of the framework’s underlying 
constructs and theoretical relationships would strengthen its em-
pirical foundations. While this study employed a mixed-meth-
ods design, future research using structural equation modelling 
or similar techniques could confirm the framework’s internal co-
herence and predictive power [107]. Such research would be es-
pecially valuable in establishing standardised indicators and per-
formance benchmarks that support broader industry adoption.

Final Reflections
The development of integrated strategic frameworks represents 
a significant opportunity to advance both theory and practice in 
sports management, particularly within the complex and evolv-
ing environments that contemporary sports organisations face 
[108]. The historical fragmentation of theoretical approaches 
in this domain has limited their explanatory power, operational 
relevance, and capacity to guide resource-constrained organisa-
tions. This research demonstrates that theoretical integration can 
yield richer, more actionable insights—enabling organisations to 
align competitive performance with stakeholder value and long-
term sustainability. 

The study reinforces the argument that sports organisations 
possess unique characteristics that require bespoke strategic ap-
proaches rather than generic adaptations of business manage-
ment frameworks [5]. The seasonality and unpredictability of 
sporting outcomes, the complexity of stakeholder ecosystems, 
and the depth of community embeddedness and social responsi-
bility create distinctive strategic demands that are best addressed 
through theoretically integrated, context-specific models.

The emphasis on stakeholder engagement and collaborative val-
ue creation embedded in the integrated framework aligns with 
broader societal shifts toward inclusive, participatory, and sus-
tainability-focused models of organisational leadership [109]. 
Sports organisations are well-positioned to lead in this domain 
by demonstrating how co-creation and community engagement 
can enhance both social impact and competitive success. The 
framework offers a practical, theoretically grounded approach 
to navigating this dual mandate—balancing commercial impera-
tives with community legitimacy and ethical responsibility [110-
115]. In doing so, this research contributes not only to academic 
theory but also to the evolving role of sports organisations as 
social institutions capable of delivering value that extends far 
beyond the playing field [116, 117].
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