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Sharing knowledge among football
managers across Europe

In2005, UEFA has initiated a programme
to enable all European national federa-
tions to cope with current challenges
resulting from social and economic de-
velopments in the football environment.
The underlying philosophy is that by giv-
ing better working tools to the middle
management staff, the federations as a
whole will gain in effective management
and problem solving.

Instead of developing a classical educa-
tional approach with plenary courses,
UEFA has chosen more practical meth-
ods, more directly orientated towards
the federations’ day-to-day challenges
and towards knowledge sharing. Even-
tually, the programme aims at initiating
a culture of networking and the develop-
ment of communities of practice among
the federations. The idea is also for fed-
erations to collectively being able to take
advantage of one another’s experiences.
Hence, in addition to sharing knowl-
edge in-between federations, the goal is
also to develop collaborative working
methods within the federation itself.
In order to implement these ideas,
three principles were adopted. The first
one is what we call blended learning. This
means that we opt for a variety of ways
to learn, so as to match the learners’ di-

1 More details about how knowledge manage-
ment can benefit from a process involving
people can be found in: Boder, A. (2006),
“Collective Intelligence: A Keystone in
Knowledge Management”, Journal of
Knowledge Management, Volume 10,
Number 1, 2006 , pp. 81-93(13).

2 This concept is borrowed and adapted from
Nonaka, 1., and Takeuchi, H. (1995), The
Knowledge-Creating Company, Oxford
University Press, Oxford.
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versity. The second principle is to make
the project evolve in the long term. This
means that rather than simply provid-
ing the participants with “one-shot edu-
cational courses”, they are accompanied
in their professional development. And
the third principle is to innovatively
combine practice and experiences stem-
ming from the football world together
with state-of-the-art theory in a domain
(management, marketing, etc).

Knowledge sharing is rather easy to
realise and motivating for participants.
Butto build on these exchanges in order
to create good practices is more com-
plex. Knowledge is unfortunately not
something that can be collected directly
from the exchanges and stocked on a
shelf for others to use.

The idea is not to start with theory
and then “apply the theory to the prac-
tice”. In fact, it should rather be the
other way around. Starting by focusing
on practical experiences and stories and
then linking them to the theory availa-
ble proves more efficient. The reason is
because it is important to address first
the needs found at the heart of the sport
and ensuring that it represents the
specificities of the sport. In other words,
relevant knowledge must be both con-
textual and embedded in practice’.

Implementing a knowledge

sharing strategy

Having said that, how shall one start?
How is it possible to forge a body of
practices which would be useful for the
managers and that would help develop
and promote the sport? Well, the prac-

Knowledge development

gl

tice of knowledge management actually
includes four steps: development, shar-
ing, application and retention® Each
step is of significance as knowledge
management is a process.

For example, if a federation develops a
framework for a sponsorship strategy,
the simple act of developing the product
is not enough. Once the framework has
been developed, it needs to be shared
with various parties to ensure that a va-
riety of different experiences are in-
cluded in its development. Then, the
piece of knowledge resulting from this
process must be validated by applying
it and using it. It must then be closely
monitored and constantly updated to

Knowledge sharing is rather easy to re-

alise and motivating for participants.
But to build on these exchanges in order

to create good practices is more com-

plex.

remain pertinent and useful. The secret
is to consider these steps as a circle al-
ways to be improved. Knowledge and
evolution go hand in hand.

The trick is to implement the prin-
ciples stated above by designing a sce-
nario allowing members of federations
to share information and knowledge.
The scenario allows for a variety of
methods and ways to access knowledge
and to compare between practices. It
basically includes four pillars repre-
sented in the diagram.
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Seminars serve to provide basic knowl-
edge in a specific field. Each session is
based upon a simple concept packaged
in the following manner. Stories and
experiences stemming from the foot-
ball world are put forward. From them,
lessons learned are made explicit by ex-
perts, and they are discussed and com-
pared with other elements of knowl-
edge. This generates good practices
which will later be implemented by the
federations. The scenario is then reor-
ganised on the on-line platform.
Typically a seminar or a workshop
includes three phases which give par-
ticipants a thread to follow: an aware-
ness phase to get to know the various
challenges in a given domain; an analy-
sis phase to go more in-depth into a
specific issue; and an implementation
phase to make the link between what
they learned and their actual work.
In this scenario, the role of domain ex-
perts is essentially to trigger the impor-
tant aspects and to reformulate partici-
pants’ issues and challenges. Simula-
tions of real life situations as well as
analysis of video clips are also exten-
sively used in the working sessions. In
addition, more specific methods are
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on-line
knowledge

used, such as for instance the Metaplan
technique (a structured and visual dis-
cussion technique), which is a tool used
for clustering ideas stemming from a
working group.

The follow-up process then serves
to turn the lessons learned into good
practices to be implemented. It consists
in regrouping participants in commu-
nities of practices according to their
interests and projects. Each community
interacts through virtual meetings and
receives the support of various experts

from the field studied.

A new approach to “distance learning”
Distance learning (E-learning) is a ma-
jor pillar in the process. It is a way to
network participants, course material
and experts into a recurrentinteraction.
The key point in the scenario is that it
is not a bipolar interaction between
learners and teachers. It is based upon
acombination of both an on-line knowl-
edge platform including extensive vid-
eos from casestudies and accessible by
participants and a virtual meeting plat-
form to support distance interaction
between several participants and ex-
perts.
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The on-line knowledge platform
also includes story-telling modules,
which is an excellent method to trigger
the participants’ attention and motiva-
tion and to link the theoretical ideas
with a concrete case. Basically, a story-
telling session consists in the presenta-
tion of the story, followed by a process
where lessons learned from the story
are extracted and then reapplied to oth-
er situations.

Educating people or developing
practices for professionals?

Ina socially and economically changing
domain like football, it is worth stand-
ing back for a while and asking what is
best for the development of the sport.
Having skilled and talented people is
clearly a major asset, as it is the only

Another difficulty is that when knowl-

edge is “applied”, it generally needs to
be adapted to a specific context via the

development of practices.
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way to face the unpredictable challeng-
es coming ahead. Therefore, education
is one way to go. Having said that, and
because football requires quick, taylor-
made and concrete solutions to face
urgent problems, another strategy is to
develop good practices.

But, are we actually talking about
one and the same strategy or are there
two conceptually different ideas? In a
programme like the one described
above, are we “educating” people or are
we developing good practices for prac-
titioners? The answer to this question
requires a small detour to consider how

KISS online

Broadcasting on internet and mobile
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knowledge develops overtime, how it is
progressively validated and how the
learning process goes about.

If we consider the learning process
of the society overtime, we have a pro-
gressive evolution which can be repre-
sented by the following diagram.

1970

1930 2008

learning process of society

This tells us that the society as a whole
progressively grows its knowledge. The
knowledge goes through various vali-
dating processes and is then widely ac-
cepted by everyone. Now, at an indi-
vidual level, the traditional scenario is

process to develop good practices
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to pass on elements of this core knowl-
edge to students, who go through a
learning process and finally are in a po-
sition to apply what they learned. This
can be pictured by the following dia-
gram.

There are two difficulties with such a
scenario. One is that knowledge is not
really just “passed on” to students. In
fact they assimilate the knowledge with
their own pre-existing ideas, them-
selves depending partly on their envi-
ronment. Another difficulty is that
when knowledge is “applied”, it gener-
ally needs to be adapted to a specific
context via the development of practic-
es. Therefore, knowledge is something
that can be neither transferred easily,
nor implemented immediately.

acquire

v

exercise

v

exam

—— P application

learning process of an individual
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This conclusion shows us one sim-
ple thing. The process of acquiring
knowledge (through education and
learning) and the process of applying
knowledge in the professional world
need to be considered as an integrated
one, described by the schema below.

According to this view, practitioners
(but you could call them students as
well) take bits and pieces of the core of
validated knowledge, create and share
new practices as a group (not just as
individuals). As a result this knowledge
is collected and organized somewhere
temporarily (it could be orally or in the
form of draft documents or in a knowl-
edge base such as in our project). As the
knowledge sharing process goes ahead,
this core of practices is progressively
refined until it is eventually validated
and accepted by all. Itis easy to see that
what is at stake here are both an indi-
vidual and collective learning process
as well as a knowledge creating and
sharing process, embedded within each
other.

As aresult, the question of whether
one should encourage either education
or else knowledge sharing vanishes. It
shall be both by definition. The ques-
tion is rather one of balancing the vari-
ous parameters to make the process an
efficient one. Namely, one shall provide
enough basic and validated knowledge,
so as not to re-invent the wheel over-
time. One shall allow for a good equi-
librium between individual and collec-
tive learning. Finally, one shall make
sure that the needs are made explicit in
a particular domain, so as to focus on
the right practices to improve and re-
fine.

Going back to our project, this sce-
nario translates into basically two pil-
lars interacting with each other. The
process within communities drawing
from basic knowledge provided during
seminars and yielding practices back
into more targeted workshops, where
participants focus on specific issues;
and the knowledge on-line platform
which collects the knowledge in an or-
ganised and visual form for participants
to re-utilise overtime.

Contacts:
Andre.boder@uefa.ch
Elsa.berseth@uefa.ch



Wissensaustausch unter Fussballmanagern in Europa

2005 hat die UEFA ein Programm lanciert, das sich an das mittlere Fussballmanagement wendet und Tools zur Verfiigung stellen soll, mit
denen besser auf die sozialen und wirtschaftlichen Veridnderungen im Umfeld des Fussballs reagiert werden kann.

Das Programm verfolgt einen pragmatisch-praktischen Ansatz und setzt auf Wissensaustausch und Networking. Das Knowledge Management
durchlauft vier Phasen: In einer ersten Phase wird Wissen generiert/entwickelt. In der Regel passiert das im Rahmen von Seminarien und
Workshops. Angesichts der Distanzen werden diese Anlasse oft «virtuell» durchgefiihrt. Nach der Entwicklung des Wissens wird es mit
anderen geteilt und unter Beizug von Experten systematisiert und organisiert. Als Tool steht hier eine Onlineplattform zur Verfiigung, die
stdndig ausgebaut und verfeinert wird. Ziel ist es letztendlich, das so gewonnene, verfeinerte, organisierte und in einer Wissensdatenbank

zur Verfiigung gestellte Wissen in Good Practice umzumiinzen.

Echange de connaissances entre les managers de football en Europe

En 2005, 'UEFA a lancé un programme destiné au middle management et mis a disposition des outils qui permettent aux responsables de
mieux réagir aux changements sociaux et économiques qui interviennent dans le domaine du football.

Le programme suit une approche pragmatique et mise sur I’échange de connaissances et la mise en réseau des acteurs. La gestion des
connaissances se déroule en quatre phases. Dans un premier temps, le savoir est généré/développé, en général dans le cadre de séminaires
et d’ateliers. Etant donné les distances qui séparent les acteurs, ces «réunions» sont souvent virtuelles. 1l s’agit ensuite de partager ces
connaissances avec les autres, de les systématiser et de les organiser en faisant appel a des experts. Loutil mis a disposition dans ce

contexte est une plate-forme online, développée et affinée en permanence. Le but est en fin de compte de mettre a disposition les connais-

sances ainsi acquises dans une banque de données organisée et facilement utilisable.

La recherche et la veille documentaire
en droit du sport

LlInstitut suisse de droit comparé (ISDC)
est un centre de documentation et de
recherche en matiére de droit comparé,
de droit étranger et de droit inter-
national. Sa bibliothéque comprend
400000 volumes réunissant des ouvra-
ges traitant tous les domaines du droit
et couvrant tous les pays du monde; elle
dispose également d’un acces a la plu-
part des bases de données juridiques
commerciales.

Lausanne, ville olympique, et la Suisse
au cceur du sport mondial

Les premieres manifestations du sport
professionnel sont nées en Angleterre
aumilieudu XVIII¢siecle, non pasdans
une continuité par rapport a des prati-
ques antérieures et folkloriques qui

25

s’inscrivaient dans une temporalité
spécifique, mais en rupture avec elles’.
Cependant, le cricket mis a part, car
plus anciennement établi, la formalisa-
tion des régles du jeu ne s’est mise en
place qu’au début du XX siecle avec la
création des premieres fédérations in-
ternationales. A travers ces entités, le
sport va instaurer «un systéme fondé
sur l'autonomisation, I'uniformisation,
I'abstraction, la codification et I'institu-
tionnalisation»* dont la Suisse est la
véritable plaque tournante. Elle concen-
tre en effet sur son territoire la majeure
partie des fédérations sportives interna-
tionales attirées conjointement par la
présence du Comité international olym-
pique (CIO), rapatrié a Lausanne par
Pierre de Coubertin durant la Premiere
Guerre mondiale, par les possibilités
que les administrations fiscales canto-
nales accordent aux associations a but
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non lucratif et surtout, par les disposi-
tions particulierement libérales du
droit privé suisse. A ces instances inter-
nationales et continentales, sont venus
s’ajouter d’autres acteurs incontourna-
bles liés au monde sportif et juridiques
tels que le Tribunal arbitral du sport
(TAS), le Centre international d’étude
du sport (CIES), le bureau européen de
I'Agence mondiale antidopage (AMA)
et le Laboratoire suisse d’analyse du
dopage (LAD) ainsi que les sociétés ac-
tives dans la commercialisation de

1 ELIAS Norbert, DUNNING Eric. Quest for
Excitement. Sport and Leisure in the
Civilizing Process, London, Basil Blackwell,
1986.

2 DARBON, Sébastien. Diffusion des sports et
impérialisme anglo-saxon, Paris, Ed. de la

Maison des sciences de ’lhomme, 2008.
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