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1. Introduction & Research Question 

"A football team is nothing more than a business. The forwards are the men from marketing, 

and they must sell the show. In the midfield are the managers, and the defenders are the 

accountants who have to make sure we're not too much in debt" (Fabio Capello as citated in 

Hahn 2017). 

The introductory quotation indicates that there are actual overlaps between sport and 

economy. While Capello only refers to the playing positions, the comparison also applies to 

the entire organization of a football club. From a strategic management perspective, today's 

challenge is to combine sporting and financial success. As a result, clubs face the difficult 

challenge of moving from short-term strategies based almost exclusively on the pursuit of 

sporting success to long-term strategies (Kalashyan 2021). However, a good infrastructure, 

state-of-the-art technologies, as well as competent internal teams are critical to compete on 

the long-term with the Top European Clubs. One tool used in strategic management, 

especially for strategy implementation, is the Balanced Scorecard (BSC). For companies that 

have not yet managed according to a uniform strategy, it can also help with strategy 

development (Horváth & Partners 2007).  

The following questions must be answered in this paper: 

• From a strategic point of view, how could one of the three major Portuguese football 

clubs achieve financial rentability while improving their international competitive 

position?  

• Is the Balanced Scorecard a useful strategic tool for strategy implementation in a 

Portuguese football club, considering the specifics discussed? 

By answering these questions, a strategy for the financially most robust Portuguese Football 
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club will be developed and implemented utilizing the concept of the Balanced Scorecard.  

2. Literature Review 

2.1 A contemporary perspective on Strategic Football Management  

The concept of competitive advantage has been associated with football on several occasions, 

but rarely in the context of strategic challenges faced by football clubs. Soderman (2012) 

discussed how football clubs could benefit from businesses by transferring practices from 

profit-oriented businesses to the football industry. For example, intending to analyze 

competitive advantage in professional team sports, Dolles & Soderman (2012) developed a 

"value capture network" framework for football clubs in which they analyzed a football club's 

customer relationships and associated value-creating activities (Dolles and Söderman 2012). 

Bar-Eli et al. (2008) take an inside-out approach and examine how two successful football clubs 

have historically gained a competitive advantage in the UEFA football industry (Bar-Eli, 

Tenenbaum, and Geister 2006). Although competitive advantage has already been applied to 

football, there are few best practice examples of strategy development and implementation 

methods. Thus, there seems to be a gap that needs to be filled in the field of strategic football 

management to create a deeper understanding of how to create a competitive advantage from a 

club management perspective in the modern football industry. 

2.2 The European Football market and the Big Five Leagues 

According to the Annual Review of Football Finance (2021) conducted by Deloitte, the total 

value of the European football market in 2018/2019 was EUR 28.9 billion. Approximately 60% 

of the total (EUR 15.1 billion) is accounted for by the cumulative revenues of just five of the 

most vital internal competitors, referred to by experts in the field as the "Big Five"(Deloitte 

2021a).  The Big Five European football leagues are the German Bundesliga, the English 

Premier League, Spain's La Liga, Italy's Serie A, and France's Ligue 1 (Zeppenfeld 2021). 
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Figure 1 reflects the 2019/2020 revenues of the European Big Five leagues in million euros. 

For all five leagues, broadcasting revenues account for the largest share of total revenues. In 

summary, the leaders England and Germany represent the best average values in club revenue, 

match attendance, and stadium utilization. In terms of total revenues, Spain (55%) and Italy 

(58%) have the highest broadcasting revenues in percentage terms (Deloitte 2021a) 

In contrast, Figure 2 illustrates the revenues of the professional leagues in Europe have risen 

continuously since the 2006 season. However, Covid19 placed and enormous burden to all 

football clubs. In the 2019/2020 season, the total revenues have been €25.2 billion, a significant 

decline compared to the previous season when revenues were still at €28.9 billion. The 

European football market shrank by 13% (B. Zeppenfeld 2021).  

2.3 The International Federations FIFA and UEFA 

The Fédération Internationale de Football Association (FIFA) is the world governing body of 

the sport of football. FIFA organizes and coordinates the interests of football worldwide. It now 

has over two hundred national associations as members, and membership is granted to only one 

association per country. FIFA's most important tasks include the general promotion and 

development of football, the definition of football rules, and the control of whether these rules 

are observed by the national associations (Erning 2000). The Union des Associations 

Européennes de Football (UEFA) is the European football association. It was founded in 1954 

and had its headquarters in Nyon, Switzerland. UEFA counts over 55 national football 

federations across Europe. The UEFA's tasks are organizing the European Championships and 

the European Cup competitions at the club level and the implementation of FIFA regulations 

(Dima 2015).  
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2.4 Primeira Liga and the dominance of the Portuguese Big Three Clubs 

The Primeira Liga is the highest division in Portuguese professional football and is run by the 

Liga Portuguesa de Futebol Profissional (LPFP) and the Federação Portuguesa de Futebol 

(FPF). Since 2021, the league has officially borne the sponsorship name Liga Portugal Bwin  

(Liga Portugal 2021). Moreover, the league is ranked sixth directly after the Big Five by the 

UEFA (UEFA 2021b).   

In collaboration with Ernst & Young Portugal, five new strategic axes of action have been 

defined for the 2019-2023 cycle to strengthen and enhance Portuguese professional football 

from a commercial, economic, and sporting perspective.  The strategy includes greater 

international awareness of the Portuguese league, more transparency, and better regulation. It 

also aims to achieve greater digitalization in Portuguese football to reduce costs. As can be seen 

in Figure 3, the Portuguese League in the fifth consecutive year has shown positive net results. 

In addition, the 2019-2020 season was marked by the pandemic emergency.  It has negatively 

impacted revenue results that were growing sustainably through commercial activities. In the 

future, the main challenge is the centralization of audio-visual rights for competitions (Ernst & 

Young 2020). 

The "Big Three" clubs Futebol Clube do Porto (FC Porto), Sporting Clube de Portugal (Sporting 

CP), and Sport Lisboa e Benfica (LSB) are the dominant clubs in the country's football scene. 

More than 80% of the fans support one of the Big Three, and the same number of spectators 

falls on the three clubs. A Deloitte 2004 analysis of Portuguese clubs' membership figures 

determined that the Big Three account for 2/3 of the first division's memberships (Nuno Coelho 

and Clara Tiesler 2007).  

Figure 4 provides a comparison of the overall market value trend from the years 2010 to 2021. 

SLB has the highest market value with 281 million euros, followed by FC Porto with 265.85 
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million and Sporting CP with 198.20 million. Considering the total value of all clubs, which is 

1.17 billion euros, the monetary dominance of the big three also becomes apparent. The market 

value of the three clubs added reflects almost 64% of the total market value of all clubs 

(Transfermarkt 2021d). In an international comparison,  SLB ranks only 34th in terms of total 

market value. Manchester City currently has the most valuable market value with a total of 1.08 

billion euros (Transfermarkt 2021a). The most valuable player in the Portuguese League is FC 

Portos’ Jesús Corona and has a market value of 30 million euros. According to the KPMG 

Football Benchmark (2021), the most valuable player worldwide is Erling Haaland who has a 

market value of €144.2 million in comparison (KPMG Football Benchmark 2021). 

3. Financial Statement Analysis  

3.1 Key indicators and methodology 

This chapter focuses on comparing and analysing the financial figures of the Big Three with 

those of their three European peers, with calculation and interpretation notes found in Figures 

6-8. The three Top European Clubs selected are Futbol Club Barcelona (FC Barcelona), 

Manchester United (ManU), and Ballspielverein Borussia 09 e. V. Dortmund (BVB). Figure 5 

shows the most important information of the clubs in a condensed form. Additionally, the 

financials of all clubs under consideration can be found in Figures 18-23. All three clubs are 

among the top 12 worldwide in terms of revenue (Deloitte 2021b). BVB, the "lowest-revenue" 

of the three peers, was selected because, like the Portuguese clubs, it has generated high 

revenues in the past through an excellent transfer policy (Kundert 2017), which has allowed 

establishing itself among the top teams in Europe.  

It should be noted here that the financial ratios considered are only a snapshot and that further 

ratios must be considered for a complete comparison. However, due to the scope of the study, 

this has been deliberately omitted. The dominant instrument of a financial statement analysis is 
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the ratio analysis which is performed here (Coenenberg, Haller, and Schultze 2014). The 

financial indicators are grouped according to the areas of asset and capital, financial and 

liquidity, and earnings analysis. The aim is to assess the clubs net assets, financial position, and 

results of operations. The financial data were taken from the annual reports or wall street journal 

(Annual Reports) (WallStreet Journal 2021b; 2021a; 2021c).  

A simplified scoring method was developed to enable an overall comparison and identify the 

financially strongest club in this study. A strategy development and -implementation will be 

done for this club in a later chapter. 

Asset and capital analysis: The asset analysis examines the asset side of the balance sheet. 

How was the available capital used? Were investments made on a shorter- or longer-term 

basis, and what proportion of total assets do individual asset items such as property, plant and 

equipment, receivables, or cash and cash equivalents account for? The capital analysis focuses 

on the liabilities side of the balance sheet. The origin of capital and financing activities are 

examined. How high is the company's financing share, how significant is its dependence on 

creditors? Is debt capital available on a longer-term basis, or is there a risk of insolvency in 

the case of short-term repayment obligations (Hierl and Weiß 2016). 

Financial and liquidity analysis:The closing cash balance can be seen in current assets. The 

cash flow shown is the balance sheet difference between cash and cash equivalents (including 

bank and cash) and the previous year's figure. Separate cash flow statements were only 

partially available, what makes it unnecessary to distinguish between operating, investing, and 

financing cash flows. The golden financing rule states long-term assets should be financed on 

a long-term basis and short-term assets on a short-term basis (Bonn 2021). 

Profitability analysis: When analyzing the income statement, the first step is identifying the 

sources of profit and splitting the result into operating, financial, and tax results. In addition to 
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absolute earnings values, the P&L result can also be used to establish relative references in 

profitability ratios (Corporate Finance Institute 2021).  

The following aspects were relevant to the selection of key figures: First, it should be possible 

to calculate the key figure for all the football clubs examined for both fiscal years under review. 

Overall, a broad spectrum with a large number of key figures was to be shown, and no focus 

was to be placed on a few examples of application. The resulting redundancies in terms of 

informative value are in part deliberately accepted to strengthen the overall picture, but in some 

cases, key figures are also excluded from an evaluation. 

3.2 Analysis of the results 

Figures 9-1 provide an overview of the overall results. In the first part of the asset and capital 

analysis for 2020, the first surprise is the meager share of intangible assets in total assets at 

Sporting, which achieve the lowest relative share and thus the highest valuation result. The 

highest dependence shows BVB (40.27%) and FC Porto (46.4%). In the previous year's 

comparison, SLB has the best ratio with 7.1%.  In terms of cash intensity, Barcelona led the 

ranking in 2020 and ManU in 2019. BVB has the lowest cash intensity in both years, with 0.8% 

in 2020 and 0.6% in 2019. Among the three Portuguese clubs, Sporting CP has the best result 

in 2020 and SLB in 2021. However, it should be noted that Sporting CP’s and FC Porto's total 

assets are significantly lower compared to SLB's. When including other current asset items and 

after deducting short-term debt, a high cash balance suggests a high working capital. However, 

this is negative for all analyzed clubs except SLB in the 2019 assessment period. In the second 

part of the asset and capital analysis, the clubs BVB, SLB, and ManU occupy the top positions 

in terms of equity ratio in 2020 and 2019. With an equity ratio of 2.1% at FC Barcelona in 2019, 

this results in a debt ratio of 97.9%, which is almost 48 times as high. For companies like 

Sporting CP, FC Porto, and FC Barcelona that have negative equity in 2020, this would 
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mathematically result in a negative and thus de facto infinitely high static leverage ratio. BVB, 

ManU, and FC Barcelona's total capitalization are significantly higher than the Big Three, yet 

these clubs manage to generate the highest revenues in 2020 relative to each other, i.e., their 

capital turnover is the highest. In 2019, FC Porto achieved a higher value than ManU, with a 

capital turnover of 40.8%. The target value of 20% in cash ratio was reached only by ManU. 

Sporting CP in 2020 (10.5%) and SLB in 2019 (11%) had the best values among the Big Three. 

In the further part of the financial and liquidity analysis, the first thing that emerges is that none 

of the six football clubs studied, managed to finance their long-term assets with equity fully. 

All asset coverage ratios 1 are lower than 100%. With a negative equity value, no meaningful 

result can be determined. All six clubs are therefore without a chance of scoring points in this 

area. At least SLB and ManU succeeded in fulfilling the silver balance sheet rule (asset 

coverage ratio 2 ≥ 100%), i.e., their fixed assets are financed by equity and long-term debt 

capital. 

In the next step, within the first part of the revenue analysis, key variables of the income 

statement are compared in the period under consideration. ManU and FC Barcelona are the only 

clubs that exceeded the limit of € 500 million in sales revenue. Among the Portuguese clubs, 

Porto (€173,891.8) had the highest sales in 2019 and SLB (€139,954) in 2020. The accurate 

overall performance benchmark among Portuguese clubs is SLB, with a net income of €41,705 

in 2020 and €28,037 in 2019. Barcelona is the most surprising among the top clubs drawn for 

comparison, with a negative net income of 481.318€ in 2020.  The profitability analysis ends 

with the three main return parameters return on sales, EBITDA margin, and return on 

investment. In each case, a calculation is only carried out if the net profit for the year and equity 

is positive, EBITDA is positive, the net profit for the year is positive, or the interest on borrowed 

capital in the amount offsets a negative net profit for the year. Thus, in 12 out of 36 cases, the 

respective calculation had to be dispensed due to the lack of an interpretable result. SLB's results 
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are consistently positive except for EBITDA margin in 2020. At FC Porto, we can see that the 

return on sales has vehemently deteriorated from 2019 (57.2%) to 2020 (-133.6%). The 

temporary suspension by CoViD19 of the League and the final break of the last ten rounds of 

LigaPro in the 2019/20 season had an immediate impact on professional football. However, it 

should be noted that the actual performance of the sports companies exceeded the projections 

of Liga Portugal. When analyzing the impact on total revenues of  portugese sports clubs in 

EY’s Report 2020 , it is noted that revenues have decreased by 11% compared to last season 

(Ernst & Young 2020). With Porto's revenues declining by more than 50%, the club was hit 

much harder than the average . BVB's EBITDA margins are positive in both years. Among the 

Portuguese clubs, ROIs are consistently positive, except for FC Porto in 2020. This is 

remarkable, as all peers have a negative value in the period under review. 

3.3 Scoring Method 

In this analysis, the balance sheets, income statements of the Big Three Portuguese professional 

football clubs and three Top European Clubs were systematically prepared and evaluated as a 

comparison group. The evaluation period covered the 2019/2020 playing season, with the 

previous season also included in the study to assess selected development dynamics. Seventeen 

key performance indicators were defined as the object of the study, determined for each club, 

and compared for at least a majority of these indicators. The aim was to create a comprehensible 

ranking for each indicator and each evaluation area and to determine an overall winner at the 

end of the analysis especially among the portuguese clubs. Therefore, instead of defining result 

intervals, the following rules were defined for the allocation of points: 

For each metric included in the scoring procedure, 12 points are awarded to the first-placed 

football club in the ranking. Points are then awarded in decreasing ranking order, with a 

degression factor of two points per rank. The last place still gets two points. The total score of 
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a football club is the sum of the scores achieved in the two evaluation periods.  In addition to 

the objective of determining rankings without considering the club's national origin, this study 

mainly examines which of the Portuguese Big Three has the best chances, from a financial point 

of view, of also being competitive at the European level in the future. Inductive conclusions 

regarding the economic situation of the other clubs in the respective leagues are not intended.  

After summarizing the results of the fiscal year analysis and the previous year's comparative 

analysis, the overall scoring result shown in Figure 12 is obtained. In the end, 1st place in a 

national and international comparison is occupied by SLB. BVB and ManU follow at some 

distance and with solid scores. The surprise fourth-place finisher in this scoring is FC 

Barcelona. The club is still ahead of Sporting CP andFC  Porto in the overall ranking, but it 

should be noted that catastrophic results in earnings were analyzed for FC Barcelona. It can 

therefore be seen that the club is at high risk of economic relegation. The two Portuguese clubs 

are ranked worse mainly due to the negative equity ratios in both fiscal years.  

4. Strategy Development and Implementation 

After examining the club's finances compared to the peers, this chapter develops a sustainable 

strategy for SLB and documents, measures, and manages it in a Balanced Scorecard. As first 

step, internal key resources and capabilities were identified. 

4.1 Identifying the internal key resources and capabilities 

Financials: As in the previous financial analysis already identified, SLB is the most 

economically robust club of the Portuguese Big Three. SLB has been able to post thoroughly 

positive results compared to its peers.  The club is also based in a structurally solid and football-

loving region. The most significant sponsorship revenues are generated through partnerships 

with well-known companies such as Emirates, ADIDAS, and Sagres (Anshuman 2021). 

Deloitte Football Money League lists SLB as No. 23 among European Clubs with the highest 
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revenues (Deloitte 2021b). Net revenues are divided into revenues from the sale of audiovisual 

rights (62.4%); commercial revenues (15.8%), i.e., from the sale of sponsorships, advertising 

space, royalties, and sports-related revenues (21.8%) from the sale of match tickets, the 

organization of sports events and player transfers (MarketScreener 2021). In recent years, SLB 

has always managed to report profits. Those have allowed internal financing to take place. 

Therefore the club is financed over approximately 1/3 with Equity and 2/3 by debt capital.  

Sports: Since the beginning of the portuguese League, SLB has been playing in it and has been 

the most successful Portuguese club since then. SLB has won the Portuguese championship 37 

times, the League Cup 26 times, and the European Cup twice (Transfermarkt 2021c). 

Furthermore, Benfica is also among the top 30 clubs in the UEFA rankings (UEFA 2021a). 

Fans/Customers: The national fan potential of SLB is very high. Traditionally, there is a high 

enthusiasm for football in the region, but it mainly focuses on the Big Three teams as previously 

mentioned.  In 1952, the concept of "Casas do Benfica" was created to gather fans who were 

not present at every match. In recent decades, SLB has invested in expanding the network of 

"Casas do Benfica." As a result, there are now more than 150 facilities worldwide. As expected, 

most of them are in Portugal, but the number of Casas do Benfica in Europe is also considerable 

(SL Benfica 2021a)(Brand 2017). High fan loyalty is also reflected in the fact that the club has 

the second most members of any sports club in the world (Pereira 2021). Furthermore, the 

stadium's capacity averages 53,000 spectators per game. This places SLB among the top 10 

clubs with the highest stadium attendance. In addition, the club can boast more than 1 million 

TV viewers per game, 3.7 million Facebook fans, 1.6 million Instagram followers, and 11 

million website visitors per year (SL Benfica 2021b). 

 

Transfers/Youth Development: The transfer policy is outstanding. In the last ten years, 167 

international transfers have been made. Furthermore, the club is under the top 30 in terms of 
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income from transfer fees and among the top 3 clubs worldwide with a positive net balance 

from transfer fees (FIFA 2020). The most expensive additions from the last seasons were 

Darwin Núñez (€24 million), Raúl Jiménez (€22 million), Julian Weigl, and Éverton (€20 

million each) (Transfermarkt 2021b). In contrast, SLB would receive €127.2 million for João 

Félix, €68 million for Rúben Dias and €40 million for goalkeeper Ederson. The current positive 

transfer balance is €24 million (Transfermarkt 2021a).  Moreover, SLB is internationally ranked 

second among the clubs from which the major 5-league clubs have recruited the players who 

will be in their squad in March 2020 and are regulars in the European Cup.  Ajax tops the list 

with 22 players who played their last game there before debuting in the Big 5 league. SLB is 

second here with 21 players (Poli, Ravenel, and Besson 2020). In 2021, however, rival Sporting 

CP was awarded the prize for the best youth academy (Sporting CP 2021). An aim in the 

strategy is to regain this top position in the long term.  

4.2 SWOT-Analysis  

To consider the overall position of the club, a SWOT analysis is performed. The analysis has 

established itself as the basis for strategy development and in-depth analysis of a company and 

its market environment. SWOT stands for Strengths, Weaknesses, Opportunities, and Threats 

(Leigh 2010). The first two terms refer to an internal investigation of the company, while the 

second pair of terms refers to external analysis. For strategic analysis, a matrix is drawn up in 

Figure  13 containing the four components mentioned. In the next step, the analysis 

characteristics are compared with those of the environmental analysis. The combinations were 

found to form the basis for developing strategic options. There are four possible strategy types:  

SO - strategies realize external opportunities through internal strengths. 

WO - strategies strive to reduce internal weaknesses to take advantage of external 

opportunities. 
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ST - strategies leverage internal strengths to avert impending threats. 

WT - strategies reduce internal weaknesses in order to avoid threats. 

For SLB, the following SWOT analysis was created from the described capabilities and 

resources of the club and further information on opportunities and risks. It results in the 

following factual, logical combinations or strategic options: 

S1/O2: SLB has already established itself in La Liga; with targeted investments through UEFA 

prize money, the conditions should be created for the club to be able to club with a promising 

team to regularly compete even in the final rounds of financially lucrative European 

competition. 

S2/S5/O5: The high level of emotional loyalty among fans, the steadily increasing interest in 

football, and the high number of members should be used to continue to present itself as the 

"number 1 club in Portugal" in the future.  

S4/O8: The club's well-trafficked website and social media accounts provide a basis to install 

additional features that drive digital sales.  

S6/T2/T3: Leveraging the club's youth work can only succeed if the amateur team serves as a 

stepping stone to professional football, thus ensuring a transition from the youth to the senior 

level is guaranteed. In addition, the young people should be shown the sporting and personal 

prospects. If many good players from the region are thus trained for the first team, the fans' 

identification with the club tends to increase. Thus, the club tends to increase and customer 

loyalty so that minor sporting setbacks are more likely to be forgiven. By getting the major 

sponsors investing in the youth center, the club should leave its rival sporting behind in the 

longer term.  

W2/O3: The high Debt quota leads to a strong dependence on lenders. Furthermore, it tends to 
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lead to a poorer rating with banks. Although SLB is in a good position in an international 

comparison of football teams, it should continue to work on its self-financing capacity. The 

declining debt level and the rising Portuguese economy are of help here. The steady recruitment 

of professionals in the commercial areas and the establishment of business management 

instruments (e.g., BSC, CRM) are prerequisites for ensuring the professionalism expected by 

investors. The determination of the target group, the assurance of customer orientation, and, 

above all, the precise positioning of one's brand are essential aspects that must also play a 

decisive role in strategy formulation. 

4.3 Porters Five Forces Framework 

Porter's Five Forces is an industry structure analysis model developed by Michael E. Porter. 

Five competitive forces are used to examine how a market environment affects an industry 

(Porter 2008). Based on this, an overall assessment is made of how attractive the market 

environment is for the industry (cf. Figure 14). 

Bargaining power of suppliers - High - 

The bargaining power of suppliers is significant in the football industry. Clubs from which 

future players can be acquired and sponsors represent the leading suppliers. The three main 

sponsors mentioned are significant revenue sources and essential for international awareness 

and media exposure, Sagres is crucial for the national reference. 

Bargaining power of buyers - Low - 

The fans and other clubs that poach players are the two central buyers for the club. However, 

since the club sets its admission fees and merchandising prices, the buyers generally have little 

influence. In addition, outgoing transfers of players are considered individually, and transfer 

fees are set contractually. In addition, the club presents itself as a strong negotiating partner due 

to the already mentioned past transfers..  
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The Threat from new entrants - Low - 

The threat of new clubs nationally is shallow. The Big Three are too well established in this 

country to get in a competitive situation soon.  

The threat of Substitution - Low - 

This threat is considered here from the point of view of the departure of fans to other football 

clubs. SLB has the most members among all Portuguese clubs. In addition, its international 

profile is also very high. Through “Casas do Benfica”, there are fans all over the world. Due to 

these regional and international networks of fans and supporters, the risk of substitution is low. 

Competition in the industry - high - 

The competition arises among the Big Three Portuguese teams at the national level. SLB may 

be the club that has won the most nationally and internationally, but the title contests for the La 

Liga championship are contentious. At the international level, the threat is also high, as the top 

5 European leagues provide the best teams in terms of sporting success. In addition, more and 

more wealthy investors invest in clubs that have not yet achieved great success at the European 

level. The most recent example of this is Newcastle (Hellier 2021). This general trend should 

be treated with caution, at least for the future, even from a national perspective. 

4.4 Vision and strategy formulation 

The systematic development of a strategy provides football companies with the opportunity to 

find an answer to how they can use existing or procurable resources to realize their potential 

for success. Strategic analyses and the development of a vision form the basis for strategy 

formulation (Horváth & Partners 2007). The following vision shall serve as a mission statement 

for SLB: The goal is, to establish SLB among the top clubs in Europe, through professional 

management with the available resources, the attractiveness of the game, and further 
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increasement of the supporter’s loyalty. Therefore, four essential themes will the strategy: value 

creation (i.e., increasing revenues), cost-reducing activities (process optimization), sport-

enhancing (optimal team creation) and customer driven (marketing activities) aspects 

(Hinterhuber 2004). 

After identifying the internal resources and the results of the SWOT analysis for the club, the 

final step is the formulation and implementation of a long-term strategy. This is additionally 

supported by the conducted industry analysis with Porter's Five Forces, which was adapted to 

the realities of the football industry. With the help of a balanced scorecard, a concrete strategy 

is formulated and implemented to achieve the aspects mentioned above. 

4.5 Development of a Balanced Scorecard 

First, the BSC translates the vision into concrete strategic goals. The basic architecture for this 

is the division of strategic topics into corresponding perspectives. Then, within these 

perspectives, strategic goals are defined from the SWOT- and the industry analysis results, and 

their interrelationships are represented through a strategy map. Subsequently, the strategic goals 

are concretized by measured variables. With the help of target values, their achievement can be 

monitored. Finally, strategic measures are developed to support the achievement of the strategic 

goals. Figure 15 provides a graphical representation of the BSC: 

4.5.1 Defining the basic architecture 

 The BSC consists of four perspectives: sports, finance, processes, and customers. The most 

important is the sports perspective, which contains the sporting goals. It revolves thematically 

around the question: "How can the attractiveness of the game and sporting success be 

achieved?" The strategic goals of all other perspectives are ultimately based on this overriding 

question. From the financial perspective, the question here is: "How does SLB achieve the best 

operating results and additionally grow club financially?". Customers get their own perspective. 
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However, there is the unique feature that in addition to customer relationships shaped by 

business, there are also relationships shaped by emotions with fans and members. Thematically, 

the question here is: "How can the club's attractiveness for members and outsiders grow?". 

While Kaplan and Norton assume two different perspectives for processes and potentials, both 

are combined here (Kaplan and Norton 2000). At Benfica, these processes and potentials are 

not directly related to the sporting domain. Therefore, the question is: "Which internal processes 

and potentials are responsible for long-term success?". 

4.5.2 Representation of cause-effect chains through a strategy map 

A central component of the BSC is the illustration of cause-and effect relationships between 

the strategic goals of a company. The basic idea is that strategic goals are not independent of 

one another, but rather, they are interlinked and influence each other (Horváth & Partners 2007). 

There can be a positive influence on each other, but there may also be conflicts of objectives. 

An example of such a conflict can be seen between the financial and the sports perspective: an 

undifferentiated reduction in personnel expenses to achieve the national goal of reducing 

expenses leads c.p. to the club losing its attractiveness for high-quality players. This reduces 

the quality of the team in the medium term and the likelihood of achieving the goal of realizing 

sporting success. Such conflicts can lead to the abandonment of one of the goals, but often both 

have high strategic importance. In the above example, both goals will be strategically relevant 

to most clubs in this or a similar form, and neither can be waived. One of the essential 

considerations of the BSC is a solution: there is also a balance between conflicting goals, 

controlled by setting the target values. Strategy maps offer one way of depicting cause/effect 

chains: the objectives are structured graphically based on perspectives, and strategically 

relevant relationships are shown utilizing arrows (Kaplan and Norton 2000). The strategically 

relevant cause/effect chains result are shown in Figure 16: For many investors, professionalized 
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management is a fundamental prerequisite for an investment. In addition, professional planning, 

and increased awareness of business management within the company mean that the available 

funds are used in a more targeted manner, and the expenditure tends to decrease. Increased 

online sales tend to reduce personnel costs. More fans have access to the merchandising articles, 

which can lead to increases in revenues. In addition, targeted diversification can also lead to 

rising revenues. Professional youth work offers tactical and technical training at the highest 

level and enables players to play attractive football. Furthermore, for the best youth 

development, what the rival Sporting is doing more efficiently has to be analysed to outperform 

it in the future.  

Selecting a good team is essential for sporting success at the top European level. Many high-

quality players with great technical potential also make it possible to establish an attractive style 

of play. Reduced costs lead c.p. (constant revenues) to an increased surplus. This can be used 

as internal financing to increase the equity ratio and thus stabilize the financing structure.  

4.5.3 Definition of metrics, target values and strategic measures 

Since strategic goals are, for the most part, formulated in very general terms, two to three 

metrics are defined in each case to make them more concrete. They serve to express the 

objectives unambiguously. In conjunction with defined target values, the degree of target 

achievement can be better monitored. It is crucial to achieve a certain balance in the selection 

of key performance indicators (strategic vs. operational, monetary vs. non-monetary, long-term 

vs. short-term, cost vs. performance drivers, complicated vs. soft factors, past vs. future 

performance). The associated target values should be demanding and ambitious but also 

realistic (Horváth & Partners 2007). Therefore, another aspect of the BSC is the formulation of 

strategic actions that support the fulfilment of the target values. These actions can be very 

detailed and describe operational activities. For the example of SLB, measured variables, target 
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values, and strategic actions are defined in detail for one target per perspective for reasons of 

space (cf. Figure 17). In the design, care is taken to ensure a certain balance; a complete balance 

concerning the above aspects can only be achieved by using all the indicators of a BSC. 

Drive online sales: In addition to the technical basis, the fundamental prerequisite for online-

based sales is appropriate awareness and frequency of the homepage. Therefore, the number of 

visitors to the homepage can be defined as a short-term indicator. Currently, around 11 million 

users visit the homepage each year; the goal is to increase this number to 12 million users per 

year. To achieve this, the services offered on the homepage can be expanded as a measure, e.g., 

by adding additional functions (voting, web TV match reports, chats with players) can be 

implemented.  The monthly revenue to be realized in the online fan store in the coming season 

serves as a medium-term metric. Since no precise data has been published on this, 10% of 

current merchandising sales growth is very ambitious. To implement this target, measures of 

the sales promotion like marketing campaigns on match days, prize promotions during home 

victories, and online mailing campaigns to club and fan club members can be implemented. 

Establish the best youth sector throughout Europe: Targeted investments are needed in the 

youth sectors. Although this would harm the economic result in the short term, it will improve 

the club's basis and generate long-term success. In addition to financial arguments, non-

financial arguments should also convince youth players to stay at the club. In many cases, youth 

players face an uncertain future if they suffer a severe injury or, contrary to expectations, do 

not make it to the professional level. Therefore, in addition to providing intensive personal 

support (accommodation, insurance, tax advice), the strategy is to offer a certain percentage of 

the youth players the high school diploma or vocational training. Here, SLB could take a 

pioneering role and target a value of 95% of the youth players. This high quota can be achieved 

through cooperation with sponsors who act as training centres, personal career support, and 
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increased cooperation with schools. The primary focus in the youth sector is on recruiting and 

training future professional players. The success of this task can be measured by the number of 

professional players who come from the club's youth. The professional coach's sifting of youth 

and amateur games can be intensified, giving talented players the chance to draw attention to 

themselves to ensure this. Another measure is the regular participation of talented youth players 

in professional training. Metrics such as the number of players selected for national under-23 

teams are also suitable for measuring the quality of youth work (Bellon et al. 2005).  

Increase proportion of variable salary, reduce costs adequately: This objective of the 

financial perspective consists of two sub-objectives, but their content is closely linked. 

Personnel costs make up the most considerable portion of total costs, so an across-the-board 

reduction would call into question essential sporting objectives, so the focus here is on targeted 

reductions (KPMG Football Benchmark 2017). One metric is the personnel cost ratio (= 

PC/revenue). The target is a PC ratio lower than 2.5% among the Big Three clubs in Portugal. 

Another option would be to reduce the size of the squad to a certain extent. The targeted 

replacement of high-earning supplementary players with players from the club's junior squad is 

also a medium-term management option in line with sporting objectives. However, players are 

often keen to receive a high proportion of their salary on a fixed basis, so the above objective 

cannot be achieved quickly without quality across the board. One option would be to focus on 

young and less renowned players, but whose development involves risks and whose future 

playing strength is not yet clear. Therefore, incentives must be created for renowned players to 

retain, especially those football players who do not automatically assume that they will be part 

of the first eleven and benefit more than average from performance-based compensation. 

Follow-up contracts after the end of their career with sponsors or at the club and targeted 

support (housing, childcare, financial, insurance, tax issues) can be just as important for players 

as monetary incentives. 
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In addition to personnel costs, other costs should also be scrutinized (Lima et al. 2018). Those 

are costs that are already influenced by almost all the strategic measures outlined. They will 

increase in the short term; for example, increased support for the youth and amateur sectors can 

save transfer fees and hand money for players and consultants in the long term. Therefore, one 

goal could be implementing the strategic restructuring cost-neutral in the long term. Financial 

advantages would then result from the fact that, from a long-term perspective, the potential for 

success created would pay off. The financing of the strategic measures could be refinanced with 

savings elsewhere or through medium-term returns. Cost-cutting programs can serve as a 

measure in this area, which is different at football companies than at other companies. 

5. Implications for strategic football management and evaluation of the 

BSC 

The result of the work is a strategic framework, which can serve as a possible addition to 

strategic football management. By modifying the BSC based on Horvath, the sports perspective 

is placed above the other perspectives. Goals and metrics can be linked within this strategic 

framework, derived from vision and strategy. The goal for the clubs’ management is then to 

link the corporate strategy with the day-to-day operational business.  

The final evaluation shows whether the BSC created in the present model of SLB meets the 

requirements of football companies for strategic management tools. Of course, the instrument's 

suitability must be shown in practice in each case. However, initial conclusions can already 

provide this work. The BSC in the application developed by Horváth & Partners can be used 

for the strategy development, its implementation and performance measurement for SLB and 

in general for football clubs (Horváth & Partners 2007). In this respect, it meets the criterion of 

being an integrative component of the complete strategic management process. The 

presentation of a differentiated target system is one of the strengths of the BSC, both financial 
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and non-financial and tangible and intangible values can be recorded. Furthermore, when 

creating a strategy map, all areas of the football club can make a decisive contribution to 

identifying strategic goals.  

Despite a restriction to 20 goals and two to three key performance indicators per goal, the wealth 

of information could be three key figures per goal, the abundance of information could be 

problematic. The BSC can be used for the critical planning of the team. The team can be put 

together based on success-critical factors, and corresponding key figures can be used to check 

the team selection constantly and in the transfer phases, appropriate measures (player purchases 

or sales) can be made. The development of a BSC and the constant review of whether it still 

meets the requirements of the football company or whether appropriate changes need to be 

made, requires a high level of business expertise. In this respect, many clubs will be forced to 

engage specialist staff. Strategy development can occur on a project-by-project basis with 

appropriate consultants, but the club's employees can only ensure sustainable use.  

In summary, the BSC meets the needs of football companies to implement and improve 

strategies to achieve competitive advantage. To take up the quotation from the beginning of 

the paper, the following can be stated in conclusion: If a football team is nothing other than a 

company, then the playing philosophy and the tactics of this team are nothing other than the 

corporate strategy.  It can be assumed that in modern football, no team competes without a 

playing philosophy or even enters a game without tactics, and the tactics board is an 

indispensable tool for every coach in the world. 
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Appendix 

 

Figure 1 Big Five European League Clubs' Revenue - 2019/20 (€m); Source: Deloitte (Own Design, 

2021) 

 

 

Figure 2 European Professional Leagues Revenue in billion €; Source: Statista (Own Design,  2021) 
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Figure 3 Portugal's La Liga Net Result in million €; Source: Ernst & Young (Own Design, 2021) 

 

 

Figure 4 Comparison Of The Overall Market Value Trend; Source: (Transfermarkt, 2021) 
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Figure 5 General Information Peer Clubs; Source: Annual Reports (Own Design, 2021) 
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Figure 6 Asset & Capital Analysis - Formulas and Interpretation; Source: Coenenberg (Own Design, 

2014) 
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Figure 7 Financial & Liquidity Analysis - Formulas and Interpretation; Source: Coenenberg (Own 

Design, 2014) 
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Figure 8 Profitability Analysis - Formulas and Interpretation; Source: Coenenberg (Own Design, 2014) 

 

 

 

Figure 9 Results Asset & Capital Analysis (Own Design) 
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Figure 10 Results Financial & Liquidity Analysis (Own Design) 

 

 

 

Figure 11 Results Profitabilityl Analysis (Own Design) 

 



38 
 

Figure 12 Scoring Results (Own Design) 

 

 

  

 

 

 

 

Figure 12 SWOT Analysis SL Benfica (Own Design) 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 13 Porter's Five Forces SL Benfica 
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Figure 14 Model Of A Balanced Scorecard For SL Benfica Based On Horváth & Partners (Own Design) 

 

 

 
Figure 15 Strategy Map SL Benfica (Own Design) 
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Figure 16 Selected Strategic Goals of SL Benfica (Own Design) 
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Figure 17 Balance Sheet & Income Statement Manchester United; Source: Annual Report (Own Design 

2020) 
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Figure 18 Balance Sheet & Income Statement FC Barcelona; Source: Annual Report (Own Design 

2020) 
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Figure 20 Balance Sheet & Income Statement Borussia Dortmund; Source: Annual Report (Own Design 

2020) 
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Figure 9 Balance Sheet & Income Statement SL Benfica; Source: WallStreet Journal (Own Design 2020) 
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Figure 10 Balance Sheet & Income Statement Sporting CP; Source: WallStreet Journal (Own Design 

2020) 
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Figure 11 Balance Sheet & Income Statement FC Porto; Source: WallStreet Journal (Own Design 2020) 

 

 

 

 

 


