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Abstract 

Today’s business world is far more complex as it was the last century. Companies must consider 

threats and opportunities from different dimensions. The value grid model is a tool that allows 

companies to move beyond their traditional linear thinking and industry habits. Within the 

professional European soccer industry there is a great competition between the different clubs. 

To outperform their opponents off the field the soccer, clubs have found different ways to do 

so. They use youth academies to influence their supply of good soccer players and use the new 

media channels to influence demand of the supporters. They use their expertise of running a 

club in a sport to be successful in another sport as well. It is shown, that within the professional 

European soccer industry the multitier view, proposed by the value grid model, is already 

applied. 
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Introduction

Today, businesses work in an environment 

with constant tension between opportunities 

and threats. They face constant innovation 

and have to deal with a more complex view 

of value. It is not based on the traditional 

value chains anymore and companies use a 

more complex approach, that allows them 

to identify novel opportunities and threats 

(Pil & Holweg, 2006). The model of the 

value chain was introduced in the year 1985 

by Michael E. Porter. This model is an 

effective tool to analyse the different value 

generating activities along a chain of 

activities. A firm should arrange their 
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activities in a way, that the total produced 

value is higher than the costs of production. 

With the globalization advancing and the 

production and service delivery getting 

more complex, the applicability of the value 

chain model was questioned in recent years 

(Solberg et al., 2012). Other authors have 

introduced their models, like Recklies in 

2001 the value system. Next to the 

company’s value chain, it also includes the 

value chains of the upstream supplier and 

the value chains of the downstream 

customers and channels. Two other notable 

frameworks within the same field of study 

are the added-value chain from Mc Phee 

and Wheeler (2006) and value networks 

from Allee (2003). Mc Phee and Wheeler 

(2006) included an expanded set of business 

activities. They included elements like 

reputation, innovation and brand value. The 

value networks from Allee (2003) says, that 

the value is created through interaction and 

dynamics between several players. It also 

includes interaction with competitors. The 

models from Porter (1985) and Recklies 

(2001) are linear systems, the added value 

chain and the value network are non-linear. 

A non-linear model can respond better to 

today’s often unexpected innovations. The 

companies should aim to gain additional 

influence over customer demand and find 

new ways to create customer value (Pil & 

Holweg, 2016). The value grid approach 

allows companies to identify novel 

opportunities and threats. It enables the 

managers to identify a variety of new ways 

to enhance performance. They can find 

them even in entirely different value chains. 

Those new pathways can be vertical 

(exploring opportunities upstream or 

downstream), horizontal (spanning similar 

tiers in multiple value chains) or diagonal 

(looking integratively across value chains 

and tiers) (Pil & Holweg, 2016). 

In this paper the authors apply the value grid 

model from Pil & Holweg within the 

professional European soccer industry. 

Within the soccer industry, the clubs do not 

only compete against clubs from the same 

country, but all over the world. As the 

biggest part of revenues are generated 

through broadcast and commercial 

contracts, they are also exposed to the 

danger to be substituted by other sport 

disciplines (Deloitte, 2016). That is the 

reason why the professional European 

soccer clubs have to find new ways to 

generate more value to their customers. 

The focus in this paper is mostly on the “big 

five” leagues and their soccer clubs in 

Europe. Members of the “big five” leagues 

in Europe are the English Premier League, 

the German Bundesliga, the Spanish La 

Liga, the Italian Serie A and the French 

Ligue 1. Together they accumulate for 54% 

(€12 billion) of the revenues in the 

European soccer market. In the 2014/2015 
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season, the total European soccer market 

made a total revenue of €22.1 billion 

(Deloitte, 2016).  

With this paper, the authors aim to figure 

out in which way the value grid model can 

be applied within the professional European 

soccer industry and how their new pathways 

influence their performance. 

 

Theory 

Value grid model 

When Porter introduced the model of the 

value chain in the year 1985, those value 

chains within the companies worked in a 

linear way. The value chain is a tool to 

analyse the activities which generated value 

for the companies and it worked well in 

those circumstances (Solberg et al., 2012). 

Those value-creating activities frequently 

span over multiple organizations. But 

nowadays, with the constant urge for 

companies to be innovative, this model of 

the value creating process is outdated. 

Innovation today comes often surprisingly 

and in many shapes and sizes. To be able to 

react to that, the linear view is not enough, 

a multidirectional way is needed (Pil & 

Holweg, 2006). That is why Pil and Holweg 

introduced the value grid model in 2006. It 

offers a more complex view of value. It 

allows companies to move beyond their 

traditional linear thinking and industry 

habits, it allows them to identify novel 

opportunities and threats. (Pil & Holweg, 

2006). 

 

Value grid Dimensions 

This grid perspective features three 

dimensions for identifying ways to enhance 

the company’s’ performance: the vertical, 

horizontal and integrative diagonal 

dimension 

 

Vertical dimension 

By nonlinear thinking about their value 

chain, companies can explore nonlinear 

opportunities by looking downstream to 

end- users and upstream to providers. They 

look beyond those directly connected to 

them upstream and downstream and hope to 

get a better understanding of the end-users. 

By reducing costs and lead times between 

activities, companies are seeking 

competitive advantage in their value chain. 

According to Pil and Holweg (2006) the 

distribution of the benefits across the value 

chain depends heavily on the power 

dynamic between the company and their 

suppliers. Therefore, the company should 

be focused to identify opportunities in the 

following three areas: influencing customer 

demand, modifying information access and 

exploring penetration points in multiple 

tiers (Pil & Holweg, 2016). In the first are 

of influencing customer demand, 

companies focus on controlling the demand, 
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both downstream and upstream in their 

value chain. With controlling the 

downstream demand, companies can 

influence and control the people driving the 

purchase decision in the supply chain. Due 

to the broader perspective of the value grid 

approach, companies realize how to control 

where the purchase decision is made. They 

can identify and insert levers that will shift 

decision from one point to another (Pil & 

Holweg, 2016). Next to influencing demand 

downstream, companies can influence the 

volume demand upstream. They can look 

upstream to identify ways to narrow 

customer choice downstream (Pil & 

Holweg, 2016). 

The second area is modifying information 

access. Real opportunities occur, when the 

company is able to link information 

together with control. It is important for a 

company to understand the pricing structure 

and the flexibility of its supplier. To get a 

better understanding, companies should 

monitor the market conditions of its 

suppliers (Pil & Holweg, 2016). 

The third area where companies should 

focus on to identify opportunities is 

exploring multitier penetration. By 

checking multiple points in their value 

chain, where they can diversify demand and 

limit a buyer’s power, the companies can 

explore economies of scale in different 

areas, like design and production. That is a 

tool how they will control over demand. 

With the approach of supplying more than 

one tier, the company is less vulnerable to 

specific demand-changes. They also are 

able to capture opportunities as they emerge 

(Pil & Holweg, 2016). 

 

Horizontal dimension 

Within this dimension, companies can 

explore opportunities in parallel value 

chains from different industries. This 

dimension provides potential for economies 

of scale and scope through multiple sources 

of demand. Within a tier, companies move 

across value chains to leverage existing 

competencies and manage risks. The 

demand patterns in most industries tend to 

be cyclical. The horizontal approach allows 

companies to explore countercyclical 

demand patterns. They also seize value 

embedded in other chains and develop 

novel value propositions, that may not be 

accessible to actors operating in single 

value chains (Pil & Holweg, 2006). 

Thinking horizontally and attempting to 

control value are sources of the greatest 

opportunities. Per example when a 

company identifies a service or component 

that yields disproportionate profitability and 

then implement that element in value chains 

of other companies. Companies can 

integrate parts of these parallel value chains, 

to offer new combinations, which cannot be 

done by a single value chain approach (Pil 

& Holweg, 2006). 
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Diagonal dimension 

The diagonal dimension includes operating 

across tiers and parallel value chains. The 

integrative approach allows to gain access 

to critical information and enables 

companies to identify additional 

opportunities to ensure and enhance the 

demand (Pil & Holweg, 2006). Exploring 

means of controlling the supply of critical 

components and looking upstream and 

downstream in other value chains, to 

uncover new ways of influencing customer 

are a part of this diagonal dimension (Pil & 

Holweg, 2006). Companies have two 

different strategies to take advantage of the 

diagonal, integrative approach. The first 

one is the so called “pinch-point mapping”. 

This strategy involves monitoring key 

component supplies, identifying potential 

bottle necks and other threats. With this 

strategy, the companies want to know, 

which suppliers produce the key upstream 

inputs for their product (Pil & Holweg, 

2006). 

The second strategy is demand enabling. 

Companies have built up expertise in a 

value chain within their industry. They may 

find that the source of the advantage can 

also be interesting for other value chains. 

Companies can examine value chains in 

other industries and reveal new 

opportunities to leverage their own key 

competitive advantages. By thinking 

outside their established value chains, 

companies are able to create new products 

bundles. Using the leverage of opportunities 

in other value chains, can enhance the 

appeal of the product from their own chain 

(Pil & Holweg, 2006). 

 

Method 

This study in the field of the value grid 

model was carried out at University of 

Halmstad in 2017. The field of study was 

given by the task of the professor. The field 

of value chains has been studied and has 

developed a lot in the last years. As most 

available literature is related to Porter’s 

value chain, in the recent years the value 

grid model was often applied to the 

telecommunications industry. In this article, 

the authors aim to apply the value grid 

model to the professional European soccer 

industry. 

The authors first studied a suggested article 

that is related to the value grid model. To 

get a first overview of the field the authors 

used the snowballing method to get a 

broader overview. The authors went 

through the articles in the reference list and 

created a list of the most relevant keywords. 

The following keywords were used to find 

a first amount of related articles: value grid, 

value chain, evolution of the value chain. 

This preparatory work enabled the authors 
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to find specific and relevant references in 

the field of the value grid model. 

As the main source of material about the 

professional European soccer industry the 

authors used annual reports from Soccer 

Clubs from the “big five” leagues. The use 

of this annual reports has entailed pro and 

contra arguments. The authors collected a 

lot of quantitative data and the data was 

easy to compare over time. One of the 

contra arguments is, that the authors of this 

annual reports were the clubs itself. That 

can occur a positive bias towards the club’s 

success and not much attention to errors or 

bad decisions. The authors also used 

scientific databases, including 

ScienceDirect, Emerald Fulltext and the 

search engines Google Scholar and Scopus, 

to look for the following keywords: income 

stream soccer, making money in soccer, 

making money with soccer. Not many 

articles were found. The authors decided to 

consider other portals, like newspaper, 

journals and media releases from the clubs 

as well.  

The authors analysed the three dimension 

from the value grid model proposed by Pil 

and Holweg. For every dimension the 

authors evaluate different clubs from 

different countries. 

The environment of the professional 

European soccer industry 

As the authors stated in the introduction, in 

this paper the focus is on the “big five” 

European soccer. The reason for focusing 

mainly on those five national leagues are, 

that there is more data available for them 

and they act like role models within the 

European soccer context. 

Soccer clubs in Europe have several ways to 

generate money. One source of income is 

the revenue from tickets sale and hospitality 

on match days. This source of income 

generates between 12% and 22% of the total 

revenues in the “big five” European League 

clubs. A second source and mainly the 

biggest source of income (between 31% and 

61% of the total revenues) are contracts 

with broadcasting companies. The third 

source of income are the commercial deals 

with the different partners, such as sponsors 

(Deloitte, 2016).  

The revenues are increasing over the last 

years, but the clubs also spend every year 

more on player’s wages. From the 

additional revenue generated in 2014/15, 

the “big five” spent 89% of it on wage costs 

(Deloitte, 2016).  

From the “big five”, only the Premier 

League, the Bundesliga and the La Liga are 

operating with positive profits in the 

2014/2015 season. The Ligue 1 and Serie A 

have generated an operational loss in the 

same season. The operating result is the net 

of revenues less wage costs and other 

operating costs. The revenues and costs 
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from player trading are excluded (Deloitte, 

2016).  

The rising wage costs, transformed hiring 

new players into risky investment decision. 

The clubs are hiring new players to increase 

their chance of earning higher revenues 

through sporting success. The clubs’ 

chances to earn higher revenues does not 

only depend on tis absolute investment, but 

rather on their relative investment 

compared to all other clubs. This element of 

gambling on success is because of the 

contest structure of sports (Dietl & Franck, 

2007). The clubs are willing to invest much 

money into talents, because there is a 

correlation between talent-investment and 

winning probability. Together with the 

system of promotion and relegation and 

exogenous prizes, clubs will continue to 

spent a lot of money. It will be a typical 

arms race industry in the future. As a matter 

of that, soccer clubs cannot be measured 

with the same criteria as businesses in other 

industries (Franck, 2010).  

 

Analysis 

In the following analysis, the authors try to 

examine what does the manager of the 

professional soccer clubs within Europe do, 

to enhance the financial and sportive 

performance of their club. The authors 

divided the different pathways into the three 

dimensions of the value grid model: The 

vertical dimension, the horizontal 

dimension, the diagonal dimension. 

Vertical dimension 

A way that a lot of clubs within the 

European soccer industry use to enhance 

their performance, is the launch and the 

maintenance of a youth academy. With the 

rising of the players wage and in an era of 

huge transfer fees, many clubs see youth 

development as the key element to stay 

competitive (ECA, 2012). The authors 

exanimated the youth department of the 

following two clubs: Arsenal FC from the 

Premier League and Fc Barcelona from La 

Liga. 

Arsenal FC, spends at least € 3 m per year 

for their youth academy. The main goals for 

the youth teams are to produce first team 

players, being self-sufficient and generate 

profits through transfer fees. All the youth 

teams play the same system as the first 

team. Together with having former arsenal 

player as coaches, the transition from the 

academy to the professionals should go as 

smooth as possible (ECA, 2012). 

The most successful youth academy is the 

one of the FC Barcelona, called “la masia” 

(Bleacher report, 2013). The success of the 

last few years is due mainly to its academy. 

FC Barcelona is spending between €10 m 

and €20 m per year for its youth academy. 

The scouting department will look for 

young players with a skillset that fits the 
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first team, attributes like technique, speed 

and vision of the game. The main goals of 

the youth academy is to develop the main 

part of their first team themselves. The 

success of the youth academy can be seen at 

the facts, that during the UEFA Champions 

League final 2011, there were seven former 

players from their youth academy on the 

pitch (ECA, 2012). In the year 2010, three 

players from “la masia” were the three 

finalists of the FIFA Ballon d’Or, the award 

for the best footballer of the world (UEFA, 

2010). 

The pathway to enhance the performance 

mentioned above, was upstream focused, 

the following pathway is downstream, 

toward the customers, focused. The 

customer within the professional European 

soccer industry is the supporter. The fan 

supports a club and likes soccer.  

The main product of a soccer club is the 

soccer game itself. Afterwards, the 

supporter just got information and news 

through the media, like newspapers and 

broadcasting. Already in 1998, the Premier 

League Club Manchester United started its 

own TV-channel (Manchester United, 

2008). With the launch of this channel, 

Manchester United aimed to satisfied the 

appetite of their fans for more background 

information and exclusive access to first 

team players. They also aimed to extend 

their brand beyond its normal fan base 

(Independent, 1997). They continued with 

that strategy and expanded their TV-

channel to China in 2016. As China is 

emerging as a big market, they want to 

engage with the supporters there 

(Businesswire, 2016). Different clubs from 

the Premier League (Arsenal FC, Chelsea 

FC, Liverpool FC), Real Madrid and FC 

Barcelona from La Liga and FC Bayern 

München from the Bundesliga launched 

their TV-channels to offer their supporters a 

deeper connection to the club and 

strengthen their brand (Goal, 2014).  

A lot of clubs also started using social 

media channels to provide their supports 

directly with news. They try to satisfy the 

newly formed demands of the digital native 

(PwC, 2014).  

With the youth academies, the soccer clubs 

want to reduce the risk of having bad 

players on their squat and they do not have 

to buy expensive players to increase the 

quality of their team. The new information 

channels for their supporter are used to 

increase the customer demand and leads to 

a multitier penetration. 

Horizontal dimension 

Within the dimension, companies can 

explore opportunities in parallel value 

chains from different industries (Pil & 

Holweg, 2006). Examples for pathways in 

the horizontal dimension are found in 

different countries and leagues. The main 
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sport of FC Barcelona is soccer. But they 

use their expertise in managing a sports club 

also in other sports. They have teams in 

different sports as well. They have a 

handball team and a basketball team in the 

highest leagues in Spain (FC Barcelona, 

2017). Real Madid FC, another club from 

Spain, is going down the same road as FC 

Barcelona. They also have a basketball team 

in the highest league in Spain (Real Madrid, 

2017). FC Bayern München is an example 

from the Bundesliga. They have with the 

“FC Bayern München Basketball” club a 

team in the highest league in Germany (FC 

Bayern München Basketball, 2017).  

Soccer clubs in Europe use their experience 

and structure in leading a sports club in 

other sports as well. They hope to attract 

more supporters to the Club and use 

synergies. It also helps the soccer clubs to 

strengthen the brand of the club, as more 

people are reached. 

Diagonal dimension 

The diagonal dimension includes operating 

across tiers and parallel value chains (Pil & 

Holweg, 2006). Within the professional 

European soccer industry, clubs went 

different ways in this direction. One way 

they apply this dimension from the value 

grid model is to use their infrastructure, like 

the stadium, for different events and get a 

rental income. There are more than 50 

stadiums in Europe with a capacity of at 

least 50’000 seats (Stadiumguide, 2016). 

Even smaller stadiums offer the opportunity 

to organize concert in there. FC Schalke 04 

and Borussia Dortmund are good examples 

for that. As FC Schalke 04 stated in their 

annual report, the revenues of the 

hospitality and catering department 

increased from € 9.8 m in 2014 to € 12.8 m 

in 2015. That was mainly due to the higher 

number of concert organized in the 

VELTINS-Arena (FC Schalke 04 e.V., 

2016). Also, Borussia Dortmund is renting 

their stadium to other parties. The revenues 

from the catering, conference, and 

hospitality department decreased from € 8.1 

m 2014 to € 3.12 m in 2015, but this was 

mainly due to the outsourcing of the 

business branch to their subsidiary 

(Borussia Dortmund, 2016).  

Another pathway went the Arsenal FC. 

After they moved out of their old stadium, 

called Highbury, into their new stadium. 

Same as the two clubs mentioned above, 

Arsenal FC provides its new Emirates 

Stadium to concert organizer. They hope to 

get e regular source of additional income 

from it (Arsenal, 2012). They also 

converted and rebuilt the old stadium into 

luxury apartments. And they started to sell 

those apartments (Arsenal, 2016). 

The examples mentioned above show, that 

European soccer clubs are always looking 

for new ways to operate across tiers and 
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using their infrastructure to create new 

income streams. 

 

Conclusion 

In this study the authors applied the value 

grid model in the professional European 

soccer industry. As it becomes more 

important for businesses to think 

multidimensional to seek for new 

opportunities, this field of study is 

important. The used dimensions for 

evaluating the professional European soccer 

industry were proposed by Pil and Holweg 

(2006). These are the vertical, horizontal 

and diagonal dimension. The authors 

present how the soccer clubs are using 

different pathways in the different 

dimensions. The clubs use youth academies 

to minimizing the risk of having an 

overaged and underperforming squat. They 

also minimize the risk of spending a lot of 

money on a players’ transfer fee. The clubs 

use the new media channels to interact more 

often with their supporters and try to 

enhance their demand for their club. They 

also use their experience in one sport, to run 

another team in a different sport in the same 

club. This allows the club to interact with a 

broader range of customer and attract them 

to the other sport as well. The soccer clubs 

in Europe do also use their infrastructure to 

make business across the tiers. Owning the 

soccer stadium allows the clubs to rent it to 

organizer of other events. With the high 

capacity and often located in a big city, the 

stadium provides a good opportunity for 

concerts to take place. 

All the pathways mentioned above are 

already used within the professional 

European soccer industry. Most of them 

help the soccer clubs to strengthen their 

brand and attract even more spectators. It is 

noticeable, that especially big clubs with a 

lot of supporters are using all dimension of 

the value grid.  

This research is focused on the value grid 

within the professional European soccer 

industry. For further research, there are 

different environments where the value grid 

can be applied. Particularly the US-sports 

industry and the soccer industry in China 

would be interesting, as they differ a lot 

from the sports industry in Europe.  
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