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1 RESUMO 

Entidades esportivas tais quais clubes, federações, ONGs (Organizações Não 

Governamentais) e outras formas de organizações esportivas não lucrativas se tornaram 

organizações de interesse público mundial e não podem mais ser consideradas como 

fenômenos meramente locais, sendo reconhecidas tanto em mercados tradicionais (como 

Europa) ou mercados emergentes como Brasil, China e Índia e novas praças para o futebol 

como a América do Norte. Entre tanto, a grande disparidade entre clubes que pertencem 

aos principais mercados do futebol (chamados de “Big Five – Alemanha, Espanha, 

França, Inglaterra e Itália) representa um potencial de distanciar-se de equipes de outras 

ligas que pode afetar a capacidade de estes outros times investir além de seus mercados 

originais. O objetivo esta pesquisa é identificar os principais fatores para a 

internacionalização de uma equipe de futebol brasileira, por meio da abordagem teórica 

de redes estratégicas e visão institucional e identificar a dinâmica entre estes fatores, por 

meio da proposição de um modelo conceitual que descreve o desempenho de 

Organizações Esportivas Não Lucrativas. A revisão da literatura revela que os laços e 

conexões que permitem acesso a recursos inimitáveis, corridas de aprendizado e tornar-

se líder ou estar em posição estratégica em determinada rede estratégica são os principais 

fatores para a formação de uma rede visando a internacionalização de determinada 

entidade esportiva. Para atingir este objetivo, esta pesquisa foi realizada por meio de uma 

pesquisa exploratória qualitativa em estudo de caso único, utilizando a organização Sport 

Club Corinthians Paulista como objeto, com dados coletados via entrevistas semi-

estruturadas com 15 (quinze) atores-chave da organização (entre gestores e ex-gestores, 

jornalistas e parceiros de negócio). Os principais achados da pesquisa e o modelo 

proposto ao final desta pesquisa consideram a capacidade de aquisição de recursos de 

terceiros e as capacidades organizacionais internas como vetores do desempenho 

superior, além do tamanho da organização, sua imagem ou reputação além de fatores 

institucionais são fatores relevantes para a internacionalização de uma organização 

esportiva em redes estratégicas. Como contribuição teórica, organizações com marcas ou 

imagem superiores à média são fatores relevantes para a criação ou entrada em uma rede 

estratégica. Em relação à contribuição gerencial, destaca-se uma sequência de fatores que 

viabilizam a internacionalização de uma organização esportiva que visa audiência global. 
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ABSTRACT 

Sports entities such as clubs, federations, NGOs (Non-Governmental Organizations), and 

other forms of nonprofit sports organizations (NPSOs) can no longer be considered as 

local phenomenon to become organizations known broadly all over the world and public 

interest and awareness can be perceived not only in Brazilian market, as in traditional 

markets (such as European audience) and on emerging markets as China and India, new 

markets to football such as North America. However, the great disparity among clubs that 

belong to the called “Big Five” (English, French, German, Italian and Spanish Leagues) 

has potential to develop such a great distance to teams from other leagues that can have 

an effect on these teams capacity to invest beyond their original markets. The objective 

of this research is to identify the main factors for Brazilian football team 

internationalization by strategic networks and institutional view approaches by proposing 

a conceptual model which describes NPSO’s performance. Literature review reveals that 

ties and connections to inimitable resources, learning races and being a leader or to be in 

an important position in network are main factors for network formation in order to 

achieve internationalization. For that purpose it was adopted a qualitative exploratory 

research in single case study, with a Brazilian NPSO, Sport Club Corinthians Paulista – 

in this research called Corinthians, data was collected by in depth-interviews with fifteen 

key respondents.  These depth-interviews were conducted with Corinthians’ 

management, business partners, as well as sports management journalists from major 

Brazilian media companies. At the end of this research it is proposed a performance model 

for nonprofit sports organizations, which considers the resource acquisition capacity, 

internal capabilities as antecedents to its performance. Main findings revealed that 

resource acquisition capabilities, organization`s size, brand and image reputation, in 

addition of institutional environmental are relevant factors for internationalization by 

networks. As a theoretical contribution, firms having strong brand and image reputation 

with resources that will strength network are an important factor for a firm entering a 

network or to form one. Regarding managerial perspective, a main contribution is to 

propose a sequence of factors for sports organizations aiming to achieve global audience. 

 

Key Words: Networks, Non Profit Sports Organizations, Brand, Reputation. 

INTRODUCTION 
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Global nonprofit sports organizations are entities capable of gathering fans and accessing 

resources beyond their original borders. Therefore, internationalization of an sport 

organization is one of the many ways to enable sports virtuous cycle, recurrent resource 

acquisition, which turns into investment in human resources and infrastructure, required 

conditions for superior sports performance (BARAJAS; FERNÁNDEZ-JARDÓN; 

CROLLEY, 2005; KERN; SÜSSMUTH, 2005; LEONCINI; SILVA, 2005; GUZMÁN; 

MORROW, 2007; WINAND, 2010). For this study, sports performance is is described in 

two macro dimensions: services to their members and success on elite sports (WINAND 

el al, 2014). From the nature of their activities it is possible to assert that these 

organizations do not internationalize without partners, which highlights importance of the 

study on creation and maintenance of their strategic networks (GULATI, 1998, 

ZAHEER; GULATI; NOHRIA, 2000). 

Sport, as an economic activity, is responsible for more than 2% of Brazilian GDP – Gross 

Domestic Product (LEONCINI; SILVA, 2005; KASZNAR; GRAÇA FILHO, 2012). In 

football industry, Brazilian most popular sport, the most important organizations are 

football clubs, organized as NPSOs (nonprofit sports organizations).  

Before the introduction of “Lei Pelé” in Brazilian legal system, main revenue source for 

Brazilian football clubs was the commercialization of their athletes’ federative rights, 

called “passe”. Its definition comes from article 11 from law 6.354/76: “the sum owed by 

an employer to another, from the transfer of the athlete during the term of the contract or 

after its completion, observed the relevant standards” (BRASIL, 1976). Only after the 

promulgation of law 9615/98, when Mr. Edson Arantes do Nascimento, Pelé, was 

Ministry of Sports, Brazilian football clubs started to see professionalization of their 

management, long term planning and commercial exploration of their brands as 

mandatory to their survival in the long run as source of new forms of revenues. 

Once scenario has changed, mainly from changes on institutional environment (through 

regulation) yet it seems unclear for Brazilian clubs how not to rely only on opportunities 

but implementing strategies to obtain the best performance from its capacities and 

resources (PROHMANN, 2003). 

The interest on football is neither recent nor domestic, being television audience ratings 

of FIFA World Cup Finals in 2014 the greatest on its history (ESPN, 2014). In North 

American market, for instance, due to investments made in this sport and the consistent 
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development of national teams’ performance in the last decade, the interests in this sports 

nearly doubled from 2011 to 2014 (IBOPE, 2015), achieving 32,1% of US population. 

Most important, the commercialization of several rights from sports organizations to 

markets abroad their original frontiers can be considered very representative for main 

football clubs in the world (DELOITTE, 2015).  

However, there are few studies about football clubs internationalization (BARAJAS; 

FERNÁNDEZ-JARDÓN; CROLLEY, 2005; RICHELIEU; DESBORDES, 2009), and 

none of the known studies was dedicated to analyze NPSO from emerging markets. As it 

was predictable, predominate studies are conducted from North American sports clubs or 

organizations (FAGUNDES; VEIGA; SAMPAIO; VELOSO E SOUZA, 2012) and also 

solid growth of researches in European and Asian markets (FERRAND; McCARTHY, 

2009).  

In order to analyze academic production in sports marketing with an interdisciplinary 

view, Mazzei et al (2013) collected 49 papers from Brazilian scientific journals, which 

reinforce the necessity of further examination of this subject. On the top 20 journals of 

business and management, since 1992 there were citations to Sports Marketing Quarterly, 

the main journal of sports, mainly on three: on Journal of Consumer Research (182 

citations), Journal of Marketing (133), and on Journal of Adversing Research (103), 

mainly focused on marketing studies (SHILBURY, 2011). Figure 1, below, presents a 

visualization of sports marketing publications in Brazil  

 

Figure 1: Sports marketing publications each year in Brazil 
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Source: Author 

Based on literature it is possible to stated that, in order to better understand sports’ 

performance from a strategic point of view, the most accurate view for football clubs is 

from their positioning within their strategic network. This facts allows one in the 

organization to improve its position, to have access to more and better resources, to 

acquire, to retain and also maintain its resources aiming to present them to stakeholders 

by showing the best performance in field, which could be considered one of the main 

goals of any given sport organization.  

The relevance of this research is not only about football’s economic and social relevance 

and its implication on nonprofit sports organization studies, but also contributes for a 

theoretical point of view, considering that firms that have stronger brand and image 

reputation with resources that will strength a given networks are an important factor for 

a firm entering a network or to form one. 

1.1 Research problem 

Sports organizations’ success by its very strategies as a firm is a missing topic in reviewed 

literature. In this path for football teams’ internationalization, as commercial firms do, 

aiming to increase its sports and financial performance, none can do it isolated from others 

business (as broadcasting or sporting goods companies or even its infield rivals). 

Internationalization must be seen as network process instead of an atomistic view 

(JARILLO, 1988). 

Neither strategic approach nor sports management consider the importance of institutions 

as an important factor for firm`s performance. To explain football teams’ 

internationalization we adopted institutional view and strategic networks approaches to 

propose a performance framework on internal capabilities of non-profit sports 

organizations (NPSO) and its capacity to manage resources as top players, infra-structure 

and institutional environment.  

Therefore, the question that drives this research is: 

- How does a Brazilian sports organization improve its sporting and economic 

performance through its strategic network vis a vis becoming a global player? 

On an effort for answering this question, a research was built up as following: a qualitative 

research was conducted based on a single case study. In order to accomplish that, this 
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study selected by judgment a Brazilian NPSO from São Paulo, Sport Club Corinthians 

Paulista, and as theoretical background, institutional view and strategic networks were 

approached. Interviews were conducted with executives’ responsible for Corinthians’ 

attempt to internationalize its brand. 

For better position in their networks, a NPSO, specifically a football team must be 

competitive infield, which can be resumed as its capacity to attract, retain and maintain 

their sports talents, aiming better sports and economic performance. This condition 

seems, if not mandatory, at least necessary for sustainable competitiveness of the team 

(GULATI, 1998). 

1.2 Main and specific research objectives  

One of the most efficient opportunities for NPSOs is their brands international projection; 

therefore they turned feasible commercial agreements. In the specific case of a football 

club through, for instance: playing friendly matches overseas, commercializing 

broadcasting rights, brand licensing, searching for sponsorship or other forms of 

commercial agreements that explore beyond their traditional supporters or the 

commercialization of federative rights, main revenue source until the middle of the 1990s 

(BARAJAS; FERNÁNDEZ-JARDÓN; CROLLEY, 2005; KERN; SÜSSMUTH, 2005, 

LEONCINI; SILVA; 2005, GUZMÁN; MORROW, 2007). 

Before run research field, eight propositions were suggested with the objective to 

evidence field findings that were compared to existing literature. After that, during field 

research, when the marginal gain became minimum, the option was to end the data 

gathering, consonant Eisenhardt (1989) propositions. 

From research question, the main objective of this study is: 

 From strategic network perspective, to identify main factors in Corinthians’ 

internationalization process, beginning on 2010 and propose a conceptual model 

which explains NPSO’s performance aiming to reach global audience 

On the model proposed by figure 1, the main objective of a NPSO is to achieve sports 

performance, or at least drives their efforts to achieve it. They fulfill this objective by 

using a combination of effectiveness and efficiency within the organization (WINAND 

et al, 2014). Therefore, superior performance affects its image and reputation, meaning 

the notoriety and status its stakeholders have about the NPSO. Consequently, NPSO’s 
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image influences its size and institutional environment. Organizations’ size impacts the 

organization’s capacity of resource acquisition. 

 

 

Figure 2: NPSO Performance Proposed model  

Source: Author 

For Owen-Smith and Powell (2008) institutions and strategic networks shape themselves 

on an evolutionary process that creates, sustains, and transforms social universes. This is 

taken for granted, accordingly to the authors, because institutions shape structures and 

condition their effects, while networks generate categories and hierarchies that defined 

institutions and contribute to their efficacy. Therefore, to understand institutional 

processes one must take into account networks and vice versa, which brings up the 

necessity to understand institutional aspects such as social capital or embeddedness. 

On an abstract sense, networks are structures whereas specific threads relate the number 

of nodes and connections to each other. Each node and thread, on business context, 

possess its own historic, carried on resources, knowledge and understanding in many 

different forms (HÅKANSSON; FORD, 2002). Networks act, therefore, as an 

intermediary agent between the company and market, whereas each binary relationship 

between two or more firms can be considered as a subunit of one or many markets 

(THORELLI, 1986). 

Specific objectives and propositions: 
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As many authors propose including in International Business literature, there are many 

conceptual models proposed as diagrams (THOMAS, CUERVO-CAZURRA; 

BRANNEN, 2011) originated from shapeless concepts that highlights potential 

inconsistencies on arguing. Nevertheless, it is one of the researchers’ tasks to construct 

the logical relationship among variables. The effort here is to accomplish the objective of 

arranging several elements from strategic networks that influence a NPSO performance 

when competing in the global market, through specific objectives, stated by the 

propositions described on figure 2: 

P1: Resources acquired by a NPSO are capable of influencing its internal capacities 

Resource acquisition for a NPSO is based on unknown gain expectancy, which 

characterizes uncertainty and risks for which resource suppliers (such as government, 

sponsors, society or commercial partners) are taking when embedded on a network. 

Therefore, the thread with the resource supplier, given the NPSO as the resource seeker 

is based on trust. Trust is considered, in this context, as the most adequate coordination 

mechanism for environments surrounded by uncertainty by its own nature, such is sports 

performance (ADLER, 2001; ZAHEER; VENKATRAMANN, 1995). 

P2: NPSO’s ability to manage its internal capabilities is positively related to influence 

its performance. 

A NPSO manages resources acquired from its partners through its internal capacities 

(LEE; LEE; PENNINGS, 2001; WINAND et al. 2010). By the access or possession to 

these resources, NPSO can develop sustainable competitive advantage when resources 

are inimitable and not readily substitutable (ZAHEER; GULATI; NOHRIA; 2000, 

BARNEY, 1991). 

P3: NPSO’s sports performance is positively related to its image or reputation. 

NPSO’s internal capabilities are fundamental for the occurrence of sports performance. 

That means that if the organization manages its internal capacities with efficiency and 

effectiveness, it presents greater possibility of the occurrence of superior sports 

performance (WINAND et al, 2014) 

The model proposed in this work asserts that NPSOs have as its main objective to achieve 

sports performance, which is described from Winand el al (2014) in two macro 

dimensions: services to their members and success on elite sports. For Zaheer, Gulati and 
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Nohria (2000), one of the ways a for generation of competitive advantage is the 

organization’s positioning inside its industry. A better positioning in source of better 

business opportunities, which allows to organizations to choose on a greater range of 

partners. Since it is very difficult to measure quality on success on elite sports 

(PODOLNY, 1993), it is normally substituted by the status derived from superior sports 

performance.  

P4: NPSO’s image is capable of influence institutional environment 

Status derived from superior sports performance impacts directly NPSOs size partly due 

to the propensity that other organizations manifest the desire to interact or participate 

directly in the given NPSO, to benefit and profit from the position that it has conquered 

(ADLER; KWON, 2002; COLEMAN, 1990). Therefore, at the same time that it impacts 

the environment where it is embedded, organizations’ image is affected by interactions 

on its environment (SCOTT, 2008). 

P5: Institutional Environment is capable of influencing NPSO’s size. 

A NPSO’s size can be measured by the amount and volume of interactions of its agents’ 

(PAPADIMITRIOU, 2002), however this volume of interactions or nodes are surrounded 

by uncertainty and embedded in formal and informal relations in NPSO’s environment 

(NORTH, 1990).   

P6: The magnitude of a NPSO size has a fundamental role on its capacity of acquiring 

resources for its activities 

Partner selection determines a strategic alliance’s mix of skills, knowledge, and resources, 

its policies and procedures and its vulnerability to indigenous conditions, structures, and 

changes in institutional environment (DACIN; OLIVER; ROY, 2007).  

For a NPSO resource acquisition is, due to the sports industry’s nature, based on unknown 

gain expectancy and an expected level of uncertainty for partners, suppliers and 

stakeholders embedded in its network. 

P7: Institutional environment can influence NPSO’s internal capabilities. 

Due to the demand they represent, NPSOs have their capacity to acquire resources 

constrained by institutional environment. That is, the internal capacities of a NPSO is not 

freely affected by its resource acquisition capacity, but limited by the nature of agents’ 
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interests or environmental issues such as social capital (ADLER; KWON, 2002) and 

social relations.  

P8: An increment on a NPSO image is positively related to organizations’ size. 

Status derived from achieving success on sports performance affects directly 

organizations size, since it increases the propensity to new and better players on that 

market interact or open opportunities to that NPSO (ADLER; KWON, 2002; 

COLEMAN, 1990). As they impact the environment whereas they are embedded, 

NPSOs’ image is affect by interactions on their environment (SCOTT, 2008). 

 

1.3 Justification 

Any study about a specific organization and its environment has several limitations and 

peculiarities that interweave with each other, regarding time, geographic and 

environmental boundaries, and the attempt to gather the best achievement from emerging 

topics. In order to study how institutional environment affects performance of an 

organization embedded in strategic networks it was chosen a Brazilian NPSO from São 

Paulo, Sport Club Corinthians Paulista.  

Founded in 1910, Corinthians is an affiliated to Federação Paulista de Futebol (FPF), the 

regional football authority of São Paulo State, which is affiliated to Confederação 

Brasileira de Futebol (CBF), which is Brazilian national authority about football, CBF is, 

as a consequence, Brazilian legal representative to Fédération Internationale de Football 

Association (FIFA). These entities, hierarchically subordinated to each other, possess 

formal power over every subject regarding football: from championships regulations to 

workforce contracts, and also detain commercial rights of some properties that originally 

belongs to clubs. On appendix I there are several excerpts from these organizations 

statutes that explicit the legal obligation for a club to be affiliated to a single federation, 

and consequently to superior federative bodies. 

Under professional administration since early 2000, FIFA World Champion in 2012, 

Corinthians has sporting goods supply agreement with north american company Nike, 

broadcasting rights commercialized by Rede Globo de Televisão, sponsorship agreements 

with FEMSA, Inbev, Brazilian state-controlled bank Caixa Economica Federal, 106 

branches of its football franchise called “Chute Inicial”, more than 100 franchises of its 
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licensed products called “Todo Poderoso”, besides several partnerships with non-

governmental organizations such as AACD, and participates on campaigns supporting 

cancer awareness causes, against slavery work, against child prostitution among many 

others (CORINTHIANS, 2014). 

 

1.4 Contributions 

This research shall contribute both in managerial and academic fields. On academic 

research agenda, it is possible to enumerate at least three contributions: on NPSO internal 

capacities, on strategic networks and on institutional view. 

It studies about nonprofit sports organizations, contributes to knowledge generation on 

an organization that has performance objectives beyond economic aspects.  

On strategic networks field, academics can benefit from a model that sees organizations 

embedded in networks, not considered in reviewed literature and in the practical nature 

of sports management, and can profit from a better understanding of how nonprofit 

(sports) organizations behave and the main factors that might be considered to enter 

networks and how to measure their managerial and sports performance.  

Also, under strategic networks view, it shows the relevance of a study about an emerging 

marketing, usually not the main destination of investments in football  with the 

perspective of a phenomenon that took place on emerging markets. More than that, it 

might bring strong evidence of the importance of institutional based view to strategic 

networks approach when studying a given organization.  

This study enables clarification of field questions with high social and economic 

relevance: football. Before enumerating managerial contributions of this work, it would 

be interesting to list football club’s stakeholders. Among them are, obviously, their fan 

base, media partners, commercial partners such as sponsors or merchandising and 

licensing companies, and sporting goods suppliers, sports marketing agencies, sporting 

bodies and government agencies and their public policies about sports and health, among 

others. It is estimated that total revenues in sports industries are over 145 billion dollars 

on 2015 and annual growth of 3,7% (DELOITTE, 2014).  

As managerial contributions to professionals of nonprofit sports organizations, it is 

possible to identify mechanisms of management and maintenance of a strategic network 
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and in addition, to understand how a given NPSO uses its network as a leverage to 

accomplish its objectives or as a restrain to its initiatives.  

1.5 Research Structure  

This research presents the following structure:  

On chapter 1: introduction; presentation of research problem and its development to main 

and specific objectives, description of contributions to managerial and academic fields, 

and the presentation of this research structure. 

On chapter 2, historic development of sports as an organized activity; and how football 

developed until it became a global phenomenon, becoming the most popular sport in the 

world, theories related to NPSOs are discussed, its definitions of performance and football 

legal environment. Literature review follows towards revision of institutional 

environment and strategic network view and other supporting theories such as trust, social 

networks, among others.  

On Chapter 3, this research describes its methodology and justifies its choices. On chapter 

4 it is found data collection, validity and confiability and some results from field research. 

Finally, on chapter 5, the results and conclusions are presented and this work ends with 

the description of its limitations and suggestions for further researches. 



25 

 

 

Figure 3: Research structure  

Source: Author, adapted from Rocha (2007) 

 

2. LITERATURE REVIEW 

2.1. Origins of organized sports – Ancient Greece  

Accordingly to Greek mythology, by finishing the fifth of the twelve works that he was 

obliged do accomplish, Hercules celebrated his victory inaugurating games nearby the 

mountain where Gods lived, Olympia. In honor to this work, Phidias, the sculptor, built 

in the same city a temple to Hercules’ father, Zeus (COLLI, 2004). One of the Seven 

Wonders of Ancient World, with more than 12 meters height, it was sculpted on jewelry, 

ebony and ivory tools, and covered with gold and precious stones. Until today statue’s 

final destination in uncertain, however there is evidence that it was fully destroyed during 

Constantinople fire on the fifth century (GODOY, 1996). More important than its 

destination, the magnificent work shows the relevance that Olympic Games had in 

Ancient Greek. It was not about who was the best in a specific competition, it was about 

which humans were allowed to touch God’s feet. 
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Corobeus became the first Champion after surpassing six opponents and completing a 

192 meters course called Stadium, first Olympic challenge. In the beginning it was only 

restricted to Olympia citizens, Olympic Games were accessible to other Greek cities forty 

years after its first edition. Cities like Athens, Sparta and Corinth joined Olympia to 

celebrate games. It is the first time in human known history that autonomous entities (the 

City States) joined temporarily for nonmilitary reasons, aiming a single objective: to 

honor the Gods by celebrating the games (COLLI, 2004). 

Olympic Games became the greatest Pan-Hellenic celebration, meaning that they were 

representative to all Greek State Cities. The games already had specific rules to enable 

competitors: they could only be adult men, be fluent in Greek and in exercise of their civil 

rights. After the first edition, representors from the cities decided that the festival should 

be repeated every four years, on July or August. In order to facilitate the displacement of 

the best athletes, there was also a convention that this should be a peaceful period among 

the cities. No army could step in Olympia, and cities were forbidden to prevent athletes 

of participating the competitions (GODOY, 1996).  

Among the sports in ancient Olympic Games there was an ancient type of boxing, 

introduced on its 28th edition. Leather stripes called “himantes” covered hands and wrists 

aiming to cause the greatest damage over the opponents’ face. They also played 

pentathlon (including wrestling, stadion, long jump, javelin throw, and discus throw); 

horse races and chariot races and took place in the Hippodrome; and pankration, a 

primitive form of martial art combining wrestling and boxing. The uniques punishments 

were in cases of biting or if someone tried to rip of the opponents’ eye and many of 

pankration’ competitions only ended when one of the opponents died. There was not a 

sense of long-term commitment with the sport or concerns about further competitions. To 

be defeated was considered a shame for the city in front of the gods. Although it had 

military origins, these sports represented more than leisure or war preparation. They were 

religious celebrations devoted to Zeus’ Temple (GODOY, 1996).    

Competition among Greek citizens brought glory to those who “amounted the Olympus”, 

in other words, the competition winners and as a consequence, the victorious cities. With 

prestige in their home towns, the players were sponsored from local authorities. In 580 

A. D., Solon, Athens statesman established a 500 drachma prize to every single citizen 

that won the Olympics. Other benefits were granted such as tax remission, status and 

annuity of 200 drachmas – at that time, a goat cost 3 drachma. Gymnastics academies 
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were created, with full time training sessions and specific diet for each of the competitions 

(GODOY, 1996).  

When it was not possible to create or train an athlete, they were hired. Sotades, Crete 

citizen and winner of the 99th edition of Olympic Games accepted to compete for Ephesus 

in the subsequent edition. Another athlete, Astilo, followed the same path when decided 

to substitute Croton by Siracuse on 488 B.C. Along with the greater prizes, emerged also 

the first cases of corruption: boxer Eupolos bribed three competitors, including the 

previous champion, to win the competition. Olympia Senate fined four of them and the 

collected amount was enough to build six bronze statues of Zeus. Around one hundred 

years after, in 332 B.C., Calipus did not accept to pay the penalty for bribery and all 

athletes of his city, Athens, were excluded from the games. The festival had its heyday in 

the 5th century B.C., when Sparta and Athens joined forces against the Persians, but fell 

into decline when the two cities have to face in the Peloponnesian War, which culminated 

in the expulsion of Sparta of Games in 420 before Christ. The games continued to be held 

until the year 380, when the Roman Emperor Theodosius announced Christianity as the 

official religion, closing all sports centers and religious who harbored pagan feasts. 

(VANOYEKE, 2006). 

From reviewed literature about the origins of organized sports, a few elements are still 

present in organized sports today, such as image gains related to winning, including 

monetary gains. However, not only the winner received benefits, also its host city, which 

reinforce the importance of resource acquisition, specific training facilities as well as the 

beginning of institutional environment and concerns about ground rules.  

2.2. Organized sports evolution – Middle Age 

In the Middle Ages, formal practice of sports was restricted to the nobles, to whom it was 

mandatory "dexterity in riding and handling of weapons", being the major sports of that 

time those who represented evidence of strength, skill and strength, as joust or 

tournaments. The alternative, for plebeians, was practicing natural exercises such as 

fighting, hunting, practicing bow and arrow, throwing pellets, among other physical 

activities that did not demand any kind of sophisticated apparel or heavy investments as 

a horse. In the first case, the nobles should be prepared to become knights and serve the 

Catholic Church especially during the war and later to the Crusades. However, on the 

second case there was the formal practice of physical activities or competitions, only 



28 

 

entertainment and leisure. Among them there was a sport invented in Greece called 

Episkiros, after introduced in Rome in a new version called Harpastum. (MILLS, 2005). 

This Roman version of the sport, more violent than the original Greek, gave rise to the 

italian Gioco de Calcio, sport in which 27 players should pass through a square with a 

ball made of bladder of cattle full of sand and pass it under two poles, using both feet and 

hands. That sport was extremely violent, leading the King Edward II to forbid it. Later, 

the Italian nobility created a new version of the Gioco de Calcio in which violence was 

suppressed. This new sport became popular and came to England in the 17th century, 

being one of the origins of rugby football (MILLS, 2005). Later, in the 19th century 

occurred a distinction between the practitioners of the current rugby and football 

(UNZELTE, 2002). 

At the middle ages, it is possible to highlight the rising of importance of institutional 

environment and a greater interest about establishing sports practicing rules, and the 

increase of sports boarders. If before sports were activities played in only a few spaces, 

in Middle Ages they increase the sphere of influence resulting in demand for formalized 

rules.   

2.1.1. Football as organized sport 

Although FIFA recognizes China as the birthplace of football in an ancient sport called 

cuju, it was in 19th Century England that its rules have been established, which influences 

the configuration and organization of this sport until today. Cuju was a sport practiced in 

a rectangular field surrounded on all sides, with gates to each side. Representing the 

twelve moons (months) of the year, each team had six athletes and had two referees. The 

objective was to pass the ball through these gates with the players’ feet (SIMONS, 2008). 

In the end 19th century an employee of São Paulo Railway Company, sent his son to 

study in Southampton at Banister Court School, at the time that the rules of football were 

stablished (MILLS, 2005). 

While Eton and Charterhouse Colleges developed their own rules of that sport known in 

the 17th century as “rugby football”, the English College of Rugby, situated in 

Warwickshire, started playing a new game after a disagreement about rules against 

holding the ball with hands and tackle (a way of blocking the progress of the opponent). 

Here is where both stories of football and rugby followed different paths (MILLS, 2005). 
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Later, when landing at the Santos Harbor on February 18th 1894 to work at the same 

company of his father, Charles Miller, son of Brazilian mother and scotch John Miller, 

brought with him two used balls, a pair of football boots, a book with its rules and a pump 

to fill footballs and used uniforms. About two months later the first football match in 

Brazil took place, with employees of Gas Company of São Paulo against São Paulo 

Railway Company’s (MILLS, 2005). 

The first reaction from Brazilian elite to football was criticism, which considered the new 

sport as an attempt to proof European superiority. Unions leaders also expressed their 

discomfort, attesting that it was “mere expression of manipulation of consumerism and 

alienating from the bourgeoisie". It did not took much for the same Union leaders to 

change their minds. On early 1910’s the same union leaders saw football as a potential 

appraiser members to disclose “workers ideals”. This movement came to its apex with 

the realization of “1919 Festival”, in which teams formed by workers played friendly 

matches among themselves (FRANZINI, 2003).  

Sport Club Corinthians Paulista’s foundation, signed by five workers from Bom Retiro, 

a brazilian blue-collar neighborhood in 1910 is one of the examples of popularization of 

sport at that time. Founded under the light of a street lamp at the corner of José Paulino 

Street and Cônego Martins Street, it has its name inspired by the Londoner Team 

Corinthian, called by Brazilian newspapers when touring in South American as 

Corinthian's Team (UNZELTE, 2002). 

Football growth worldwide motivated the creation of FIFA on 21 May 1904. The 

founders of football association and governing body of football were representor from 

Belgium, Spain, Denmark, France, the Netherlands, Sweden and Switzerland. The “Home 

Nations”, national football associations of Scotland, Ireland, Wales and England opposed 

to FIFA’s creation, arguing that under their territory that football rules were formalized. 

The Home Nation only accepted to join UEFA, already subordinated to FIFA upon 

acceptance of the rules written years before by IFAB - International Football Association 

Board. The formal institutions that rule football, settled in the beginning of 20th Century 

still maintain this configuration (CAÚS; GÓES, 2013). 

In 1923, Juventus paid for the transfer of Pro Vercelli’s athlete Viri Rosetta. Rosetta’s 

team, Italian champion that year, appealed to Justice to annul the contract, however the 

courts accepted the transference to the city of Turin, becoming precedent for acquiring 
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athletes from other clubs against financial compensation. This event occurred in different 

countries as Spain, Austria, Argentina and Uruguay (COELHO, 2009) and is considered 

as one of the first step of footballs’ professionalization process. 

Meanwhile in Brazil athlete’s professionalization began with carioca’s team Vasco da 

Gama, founded as a rowing team, champion in 1923 with part of its athletes crew 

receiving compensation per game. Before only restricted to upper classes, football now 

gave opportunities for players from middle and the poorest classes, with lower 

educational levels and even unemployed people. Journalist Mario Filho (2003), who later 

named Maracanã Stadium, describes the conquest of Vasco da Gama as this: 

 It was gone the advantage of being born in a wealthy family, being a student, to be white. The young 

man of good family, the student, the white, had to compete on equal terms with the foot-shaven, 

almost illiterate, the mulatto and black to see who played better. It was a real revolution in brazilian 

football. 

Football ended the first stage on its history as a simply form of entertainment and leisure 

to its players, and opened a new chapter to allow the entry of waged players. Thus 

resource acquisition (BARNEY, 1991) became the rule among associated clubs. Those 

who did not accept this new possibility (to engage player) later abandoned football 

competitions. Clubs such as Paulistano (until today, the only four-time-state champion, 

from 1916-1919) and Esporte Clube Pinheiros left the competitions giving space for 

creation of regional and national associations, such as Federação Paulista de Futebol, 

founded in 1941 by an agreement of clubs from São Paulo capital, coast and countryside 

(PEREIRA, 2000). 

With less space for amateur athletes, those waged athletes became majority and brazilian 

football lived its first wave of professionalism. At President Vargas years, for instance, 

there were great efforts in order to Brazil host the 1950 World Cup (after the 1942 and 

1946 editions were not carried out due to World War II). These efforts were also to build 

huge stadia to host football games such as Maracanã Stadium in Rio (for 1950 World 

Cup) and Pacaembu Stadium in São Paulo, inaugurated in 1954 for the celebration of the 

city’s 400th anniversary. Victory on 1958 World Championship, conducted by the 

mestizo Garrincha, afro descendent Didi and a teenager Pelé stated football as  "a big 

element of national identity, bringing together people of all faiths, social conditions, 

origins and regions of the country" (PEREIRA, 2000). 
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In Italy, Spain and even in Argentina the first national competitions among clubs started 

in the late 19th century, while in Brazil the first championship considered national took 

place in 1967, as an extension of the Rio-São Paulo, held among clubs from these states. 

Created during the military years, Brazilian Championship started as proper national 

competition in 1971 and faced several dispute formulas until 2002, mainly in reason to 

federal government interference. In the 1970s became infamous the apocryphal statement 

"where the Arena goes wrong, a team in the National" (SANTOS, 2015), which shows 

clearly the relationship of the dominant political party (called Arena) during the military 

regime with football and influences of formal institutions in Brazilian football’s 

organization. 

In 1995, President Fernando Henrique Cardoso created the Extraordinary Ministry of 

Sport, subject that since 1937 (President Vargas years), was administered by Ministry of 

Education. In 1998, Edson Arantes do Nascimento, Pelé, takes over the management of 

this ministry and creates law no. 9615/98, known as “Pelé Law”, which would start its 

effectiveness in 2001. Among other provisions, it terminated the lifetime binding of an 

athlete to your club, right described in Portuguese as "passe". If before it was mandatory 

for the athlete to arrange its independency from his club employer, the new law 

established limitations in the contracts between athletes and clubs (GONZALEZ, 2008). 

Pelé Law was inspired in Bosman case, which regulated the relationship between athlete 

and his current club, inspired by Jean-Marc Bosman. He was a Belgium football player 

that, after terminating his contract with RFC Liège in 1995, transferred himself to French 

club USL Dunkerque.  The French club faced legal demands from the Belgian club, who 

claimed to deserve compensation from this transfer. The case was the motivator for UEFA 

to establish restrictions to contract duration among athletes and clubs, in other words, 

ending the "passe" (BETING, 2015).  

If it reduced the athletes’ binding with their clubs, “Bosman Act" also facilitated the 

acquisition of federative rights from players born within the European borders. After 

Bosman Case, German football has changed its profile and increased 57% the amount of 

community players in their teams in 2003 to 64% in 2014. This increase is due to the 

investment in the Leistungszentren, academies for athletes training, under supervision of 

Deutscher Fußball-Bund (DFB), german football federation. There it not uncommon to 

find not only German players but also Polish, Italians, among players from other 

nationalities. The logic underneath is quite simple: younger players are less expensive 
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than veteran or renowned players, which increases the efficiency of German teams 

resource acquisition (VIOTTI; MARINHO; LISBOA, 2015). 

Until the enactment of the "Pelé Law”, Brazilian clubs relied heavily on revenue 

originated from commercialization of athletes federative rights (former called "passe"). 

However, the institution of this new law in 2001 forced the clubs to seek new sources of 

revenue and, therefore, increase professionalism of its management. Such supply 

increment of products and serviced related to club’s brands led the government to the 

enactment of “Estatuto do Torcedor” (Fans Statute), Law no. 10,671 of 2003. Innovations 

brought by this law, among others, has secured several rights to fans, when extending 

existing rights under the consumer's legislation and can be considered as a second 

milestone in professionalization of Brazilian football. Due to the end of “passe”, Brazilian 

players started receiving proposals to show their abilities all over the world. At the 

beginning of the 1990s there was around 150 Brazilian players working abroad, however, 

in the end of that decade at least 850 Brazilian players were playing outside the country. 

Not only the big exponents face opportunities, also less renowned players received offers 

not only for traditional football markets, but also to less obvious destinations, such as 

Indonesia, Armenia, Iceland and India (ECONOMIST, 2005).   

Born amateur, football generates unimaginable figures for its founders. In 2014 all world 

countries except North Korea and Albania transmitted Premiere League, English Football 

Main Championship. Broadcasting rights of English Championships (FA Cup and 

English League) were commercialized by 5.5 billion sterling pounds for the triennium 

2013 – 2016. Foreign markets are responsible for 2 billion pounds sterling of this amount. 

Only four countries (Thailand, Singapore, Hong Kong and Malaysia) have paid 650 

million pounds for the same right and period (YUEH, 2014). 

Even in the United States, where football does not figure among the most popular sports, 

the 2014 World Cup had a record audience on their end, watched by 26.5 million people. 

In the world, at least one of every six person watched the final match between Germany 

and Argentina. (ESPN, 2014). The quantity of MLS games (the main championship 

organized by North American football association) live broadcasted grown from 98 to 

340 games in 2014 (HEITNER, 2015).  

There are other evidences showing that football is not only the most popular sport in the 

world, but also is increasing its popularity and size. In 2014, for the first time, the 20 
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football teams with highest revenues (being 8 British, 3 German, 1 French, 3 Spanish, 1 

Italian and 1 Turkish) gross revenue was above 6.2 billion euros, mainly due to the growth 

of trade agreements and rights of transmission (DELOITTE, 2015). This implies great 

relevance of overseas agreements that organizations has outside its domestic 

environment, object of study in the field of studies international business.  

Even among main football leagues, exploitation of football as a business shows revenue 

disparity. For instance, major German league’s revenue with international broadcasting 

rights international is around 75 million euros, which is equivalent to the value that the 

Premiere League, the main English league, received in 2013 only in Singaporean market 

(VIOTTI; MARINHO; LISBOA, 2015) 

In 2014, Brazil was the world leader in athletes playing overseas. From 18660 athletes 

playing outside their home in 6135 different clubs from 183 countries, Brazil summed 

1784 athletes. The country is also the champion of workers abroad in Asia (437 players), 

Europe (1134) and in the United States (77 players). Brazilian preponderance is not a 

reality only in South America, where Argentine overpasses Brazil. (POLI; RAVENEL; 

BESSON, 2014). 

 
Figure 1: Countries with more players working abroad in 2014. 

Source: POLI; RAVENEL; BESSON, 2014 

Brazil is also ranking leader of top players in market value in 2014. From the 20 players 

with highest value to a theoretical transfer to another team, 4 are Brazilians. However the 
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world top value players can only be found in three markets: British (10 players), Spanish 

(9 players) and 1 playing in Italian fields (POLI; RAVENEL; BESSON, 2014). 

Although Brazil is leader among total amount of players acting outside the country and 

among the top value players, Brazilian football teams Brazil are inexpressive on 

international environment. In 2015, Brazilian teams played less than 0.5% of the more 

than 3000 international friendly matches, while British performed 10.7% of friendly 

matches, German teams played 10,4% and Spanish teams played 6.1% (CAPELO, 2015). 

In conclusion, disregarding official championships, although Brazilian workforce in 

football is very well recognized and fulfills remarkable achievements, Brazilian clubs are 

almost irrelevant to international markets besides being a workforce supplier. 

Player name Country of 

origin 

Team Team Host 

Country  

Contract  Age Estimated 

value 

(Euro) 

Messi Argentine Barcelona Spain 2018 27 255-281 

Hazard Belgium Chelsea England 2020 24 135-149 

C. Ronaldo Portugal Real Madrid Spain 2018 30 113-125 

Neymar Brazil Barcelona Spain 2018 23 90-99 

Agüero Argentine Man. City England 2019 27 78-86 

Sterling England Liverpool England 2017 20 74-81 

Pogba France Juventus Italy 2019 22 70-77 

D. Costa Brazil Chelsea England 2019 26 70-77 

Sánchez Chile Arsenal England 2018 26 68-75 

J. Rodríguez Colombia Real Madrid Spain 2020 23 63-69 

Suárez Uruguay Barcelona Spain 2019 28 60-66 

Griezmann France Atletico Spain 2020 24 59-65 

Fàbregas Spain Chelsea England 2019 28 59-65 

Isco Spain Real Madrid Spain 2018 23 57-63 

H Kane England Tottenham England 2020 21 54-59 

G. Bale Wales Real Madrid Spain 2019 25 51-56 

P. Coutinho Brazil Liverpool England 2020 22 50-55 

Courtois Belgium Chelsea England 2019 23 50-55 

Oscar Brazil Chelsea England 2019 23 48-52 

Benzema France Real Madrid Spain 2019 27 45-49 

Table 1: Most Valued Football Players in 2014 

Source: POLI; RAVENEL; BESSON, 2014 

Although China participated for the first time in a World Cup in 2002, there are several 

evidences that football is growing among the favorite sports to the biggest population on 

earth. National team’s weak performance in football contrasts with the growth on public 

interest. Central Government priority on investing in sports that could provide a bigger 



35 

 

amount of Olympic Medals – and football only provides a single medal for at least 23 

Olympic players might explain the first, team’s weak performance. The second reason is 

inside Chinese homes: since the country could not rely on a universal pension system, 

Chinese families rather see their children applying great effort on formal education rather 

than an uncertain career as a football player (ECONOMIST, 2014).  

Although the lack of familiarity with this sport, Chinese national football championship 

presents the highest average public attendance in Asia, over 20 thousand fans per game, 

with top renowned players such as Gervinho from Ivory Coast, Italian Graziano Pellè 

and Brazilian Striker Hulk. It is believed that recent Chinese interest in football can be 

credited to three reasons: the love of this sport, the desire to be associated with a winning 

team, and expectations of benefits from the government. To bring prestige to football, 

investors aim to be closer to decision makers of Chinese Central Government 

(SHERINGHAM, 2013; LIM, 2013). 

Football is not only the sport with greatest audiences in the world, it is also one of those 

which still grows consistently. From 2009 to 2013, the revenues with sports events grown 

from US$ 25.1 billion to US$ 35.3 billion, an average growth of 9% per year (AT 

KEARNEY, 2014).  

There are at least two reasons that can explain this continuous growth of football as a 

business: first, the expansion to markets with high growth potential as Chinese and Indian 

markets. India had its first national championship of football in 2014, through a 

partnership with North American live events company IMG, with football stars as 2006 

World Champion, Italian Alessandro Del Piero; 1998 World Champion. French David 

Trezeguet; and 2010 World Champions, Spanishs Luis Garcia and Joan Capdevilla 

(BALTAR, 2014). And second, by new forms of commercial revenues as digital content, 

customized agreements and specialized websites (AT KEARNEY, 2014) 

Although the demand for football is growing consistently, there are several formats from 

which organizations offer their services or explore their activites. Manchester United FC, 

for example, is a public company with capital controlled by North American family 

Glazer. Wolfsburg and Bayer Leverkusen, German football clubs are property of 

Volkswagen and pharmaceutical company Bayern AG. Both teams are exceptions to 

Bundesliga’s rules, who demands that at least 50 per cent plus one vote belongs to clubs 

members. On the other hand, Barcelona, currently the most prominent club, has over 250 
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thousand members that elects its president every three years (MATTOS; MOURA, 2010). 

This is the most ordinary form of Brazilian football teams: nonprofit sports organizations, 

called NPSO. In common, although their formal practice can be watched mainly locally, 

the main football clubs in contemporary world search for football players and business 

partners globally, explore markets through friendly matches played overseas and 

maintenance of a sustainable fan basis outside its original town or country. 

In sum, there are some milestones events that characterize footballs’ professionalization: 

first, the possibility to acquire resources as skilled players from other entities. Second the 

diffusion of waged players as a dominant practice, and later, the global interest that this 

sport represents in the beginning of the 21st century.  

2.1.2 Unified model of Sports Performance for Non Profit Sports Organizations  

It seems very important for the better understanding of this research to define what can 

be considered a Nonprofit Sports Organization (NPSO). Australian Government defines 

Nonprofit Sports Organizations as “not-for-profit societies, associations or clubs 

established for the encouragement of a game, sport or animal racing” (AUSTRALIA, 

2016). 

Although this definition might sound redundant, this introduction seems necessary when 

it establishes that this type of organization will be more relevant to society the more it 

presents superior performance. Therefore, performance in sports organizations gains 

relevance when attempting to measure in a practical way the contribution and 

accountability to society and to business partners as philanthropy funds, customers, 

sponsors among other stakeholders (SOWA, 2004). 

To achieve this goal, it is necessary to define what is performance in NPSOs and its 

measurements to formalize the understanding of its antecedents as well as its 

consequences (TRUMPP et al, 2014).  

According to Herman and Renz (1999), probably there are as many models for measuring 

organizational performance as there are studies on this subject. There are at least three 

reasons for this lack of conceptual consistency (WINAND et al, 2014): First, the variety 

of approaches from stakeholders’ perspective to the achievement of objectives or from 

systemic models, with different criteria and models (WALTON; DAWSON, 2001). 

Secondly, the variety of organizational types can reach different meanings depending on 

what each organization defines success (and therefore, sports performance). By this 
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statement, we may conclude that the variety of organizational objectives also will 

influence the variety of definitions of organizational performance. Finally, there is a 

dichotomy between the diffuse interests of its stakeholders that can have a vision different 

from that which the organization sees as performance (CROZIER; FRIEDBERG, 1980).  

Winand et al (2014) proposes a framework based on inputs, processes (throughputs), 

output, perceptions of stakeholders and feedback. This multidimensional model 

emphasizes the dependence of the organization to its environment, represented by the 

diversity of interests and needs to meet their expectations, but does not consider the 

institutional environment as an external variable the organization (ZUCKER, 1987). 

2.1.2.1 Inputs dimension in NPSO Performance 

 

Winand et al (2014) consider two input dimensions for NPSO Performance: size and 

ability to acquire financial resources. The variable size is in its turn divided into three 

variables: members, volunteers and staff. Papadimitriou (2002) stated that these three 

variables are interrelated, since even in different scales a sports organization with many 

members need for their full operation more volunteers and more members of staff. The 

same occurs with the variable financial resources, since the ability of NPSOs to obtain 

large and varied types of resources is related to the ability to keep its employees from 

staff and volunteers to care for its members.  

The variable "members" appears in the literature by the total number of members within 

the organization (CHELLADURAI et al, 1987; KOSKI, 1995; MADELLA et al, 2005), 

and the total volume of athletes that uses the NPSOs installations (PAPADIMITRIOU, 

2002). The variables “volunteers” and “staff” are a ratio of the total number of volunteers 

active in the organization by the total number of employees of the technical body as 

coaches, technical assistants, and physical trainers (PAPADIMITRIOU, 2002). 

Acquisition of financial resources appears as the total operational resources, including 

government support (FRISBY, 1986; PAPADIMITRIOU, 2002) or the ability to obtain 

revenue by sponsors or other suppliers (KOSKI, 1995). 

 

Macro dimensions Dimension for the 

author 

Author Definition/measurement 

Size: members Human resources CHELLADURAI et al, 1987 Organizations’ size 
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Total of members KOSKI, 1995 Total number of members 

in the organization 

Size: athletes PAPADIMITRIOU, 2002 Total number of athletes in 

the organization 

Human resources MADELLA et al, 2005 Members (athletes, 

coaches, technical staff, 

trainers and assistants) and 

participation in 

competitions  

Size: volunteers Quantity of volunteers PAPADIMITRIOU, 2002 Active Volunteers total in 

the organization 

Size: technical staff Total number of people in 

technical staff 

PAPADIMITRIOU, 2002 Total number of technical 

members (athletes, 

coaches, trainers and 

assistants)  

Total number of people in 

scientific staff 

PAPADIMITRIOU, 2002 Total number of scientific 

staff 

Financial resources 

acquisition 

Financial resource 

acquisition 

FRISBY, 1986 Total operational budget, 

increment in 

governamental support 

Input monetary 

Resources 

CHELLADURAI et al, 1987 Procurement of funds 

from business and 

private donors (not grants) 

(e.g. private 

donations and corporate 

sponsorship) 

Ability to obtain 

income 

KOSKI, 1995 Finding sponsors and 

other supporters 

Total resources  PAPADIMITRIOU, 2002 Amount of total resources 

Public resources PAPADIMITRIOU, 2002 Amount of public 

resources required to 

Operate 

Table 2: NPSO Inputs for Organizational Performance 

Source: Winand et al (2014) 

This research considers both the independent variables size and resource acquisition and 

will be better developed in the proposed model. 
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2.1.2.2 Throughput dimensions in NPSO Performance 

Since sports industry presents characteristics that distinguish them from other segments 

of the market, with services and quality as critical success factors, the professionalism in 

developed markets developed into a very considerable level. Being able to solve 

infrastructure problems and financial resources, constant exchange of members and staff 

in traditional clubs NPSOs seems obliged to change the perception of an entity that seeks 

mutual benefits to its members when delivering services professionally (DE KNOP; VAN 

HOECKE; DE BOSSCHER, 2004; INGLIS, 1994). 

In this model, this macro dimension constitutes throughput for NPSOs: internal 

atmosphere; organizational operations; process efficiency; contacts and external 

communication; financial independence; sport program performance and program of 

sports participation. 

Internal atmosphere, defined by Koski (1995) as "how well the club members relate and 

what type of atmosphere prevails among the members" in research with 6500 Finnish 

clubs is equivalent to the measure social performance of Bayle and Madella (2002), 

defined by the “degree of satisfaction of stakeholders both internal and relationship 

between them". 

Organizational operations is considered by Bayle and Madella (2002) as the quality of 

organizational functioning, while Winand et al (2010) defines it as the average 

qualification of human resources paid administrative and sporting, turnover of staff over 

two years and turnover of managers over two years. 

By processes efficiency the authors consider the size of operations divided by income 

and size of operations divided by the total number of staff (KOSKI, 1995).  

Macro dimension external communication and contacts is measured by the total amount 

of partners on general level of partnership activities. For Madella et al (2005) this 

dimension’s measurement is taken by relationships with other sporting institutions and 

web communications, while Winand et al (2010) refers to it as communication and image, 

measured by the percentage of members who receive information and the total 

expenditure on information by members, percentage of expenditure on promotion in 

comparison with the total expenditure to total members. 
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Financial independency is measured by economic and financial performance translated 

as access to financial resources, the diversification of these resources and the capacity for 

self-financing of organizations (BAYLE; MADELLA, 2002). Financial survival, defined 

as the total resources do not come from donations and the total number of private financial 

resources in comparison with donations (WINAND et al, 2010). Other measures are 

related such as the entry of resources (public and private) and its cost structure 

(MADELLA et al, 2005), donations by members and financial return to members 

(WINAND et al, 2010; CHELLADURAI et al, 1987). 

2.1.2.3. Performance on NPSO – Outputs 

Any sports organization has some goals of its processes, among them the success in 

competitions they are participating. This can be defined as the participation of the entity 

in competitions (FRISBY, 1986), on a specific sport (KOSKI, 1995) or even specific 

objectives within the competitions (CHELLADURAI et al, 1987). There are also studies 

that show the correlation between programs of sports which offer services for elite 

athletes or and success in high competition sports (WINAND et al, 2010; MADELLA et 

al, 2005; BARAJAS; FERNANDEZ-JARDON; CROLLEY, 2005). Bayle and Madella 

(2002) call this variable as results in sports performance when analyzing the outcome of 

competitions as Winand et al (2010) defines as success in sports. 

The scope of the actions of participation in sports for earth is one of the dependent 

variables in the model of multidimensional performance of sports organizations do not 

profitable. This is measured by the total number of participants (CHELLADURAI et al, 

1987), by the amount of active participants (KOSKI, 1995), by the growth of participants 

in relation to previous years (WINAND et al, 2010; BAYLE; MADELLA, 2002). 

In services to society, the measures used are the social legitimacy and social effects of the 

actions of NPSOs, as examples of teams with international recognition as FC Barcelona 

and Toronto Maple Leafs (RICHELIEU; DESBORDES, 2009) use this reference. 

For services to members, the general level of activity is measured by Koski (1995) using 

as reference the number of benefits offered to members, amount of sports offered to their 

members (PAPADIMITRIOU, 2002) in a study conducted in social Greek clubs and the 

volume of resources applied by each associate (WINAND et al, 2010). 

Services to elite athletes are measured through sport programs meaning the total of 

programs available to athletes (PAPADIMITRIOU, 2002) and also by the volume of 
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resources spent on athletes preparation and the number of athletes participating in 

international competitions (WINAND et al, 2010). The macro dimension services 

delivered is defined by the extent of the operation (KOSKI, 1995) and by the volume of 

services provided to the athletes, leisure activities to participants and educational services 

offered (MADELLA et al, 2005). 

2.1.2.4. Performance on NPSO - Feedback   

For Koski (1995) feedback within a NPSO presents itself from two dimensions: its image, 

from stakeholders outside the organization, and the satisfaction of internal stakeholders 

of the organization. The first is measured by images that external actors have of club 

activities or as it is known. Bayle and Madella (2002) add NPSO reputation, measured by 

the evolution of media exposition. Accordingly, the measure of satisfaction of internal 

actors gives the estimate of satisfaction of stakeholders with the performance of club’s 

managers.  

For Jang, Ko and Chan-Olmsted (2015) reputation is a very important and valued 

intangible asset that has a major impact on firm’s success. Dowling (2004) asserts that 

positive reputation enhance firm’s financial performance and equity, Reputation is related 

to long term success (HILL; VINCENT, 2006), influences trust (KEH; XIE; 2009) and 

satisfaction (WALSH; BEATTY, 2007). Ross et al. (2009) assert that team reputation and 

success are related to team infield performance that is, winning games and 

championships. 

Although for Winand et al (2014) physical resources emerge in studies as stakeholder’s 

perceptions, Balduck and Buelens (2009) emphasizes the importance of physical 

resources especially for NPSOs and federations that have the structure itself. Parent and 

Foreman (2007) assert that there are internal capabilities can be split into three 

dimensions, independent but related to each other: political/networking skills, 

business/management skills and sports skills. 

Political/networking skills refers to the ability of having and maintaining personal and 

professional relationships with several stakeholders, “negotiating and managing the 

internal and external political ‘wheelings and dealings’, and understanding the needs and 

wants of these stakeholders, whether they were political/government stakeholders or 

nongovernmental.” (PARENT; FOREMAN, 2007)  

Business/management skills evolves basic management skills such “as strategic planning, 

writing a business plan, financial skills, communication skills, and human resource 
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management, including motivating employees and volunteers. (PARENT; FOREMAN, 

2007) 

Sports Skills refers to the technical ability needed from the organization for sport 

showcase. This dimension is similar to what Lanza, Simone and Bruno (2016) called 

resource orchestration, the process of acquiring, accumulating and divesting resources as 

resource restructuring, in the present case, the ability to maintain a competitive cast of 

players (PARENT; FOREMAN, 2007).  

2.1.2.4 Football Legal Environment 

Football international rules and further legislation are adopted by the membership of the 

regional Brazilian national and the international federations, and also by the established 

in law by paragraph 1, article 1 of Law 9615/98, which explains: 

"The practice of formal sport is regulated by national and international standards and the 

rules of sport practice of each modality, accepted by the respective national directors of 

sport". 

In the face of this legislation Caús e Góes (2013) proposes the following hierarchy of 

membership (and between brackets, the relevant football entity in this study): 

 

 

Figure 4: Football Entities Filiation Hierarchy 

Source: Caús e Góes (2013) 

 

Brazilian Football Confederation (CBF) is the entity legally recognized by the South 

American Football Confederation (CONMEBOL) to legislate and administer brazilian 

International Federation(FIFA)

Continental Confederation (CONMEBOL)

National Confederation(CBF)

Regional Association (FPF)

Sports practice 
entities 

(Corinthians)

Athletes
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football. In the statute of football governing body, on its first article there is an explicit 

prohibition of more than one federation per country. CONMEBOL is recognized by FIFA 

as the entity responsible for football on a global level, explicitly forecasted on Article 9 

of the statute of the entity (FIFA, 2015). 

In Brazilian domestic regulation, law 9615/98 recognizes four "sports manifestations": 

sport as education, as participation, as performance and as leisure (Brazil, 1998). This law 

covers general rules of sport in the country, its organization form and remuneration 

arrangements (CAÚS; GÓES, 2013). 

In sum, additionally to rules and standards established by football entities to which the 

football clubs are affiliated, it is mandatory to consider the respect for current legislation. 

2.2. Sports organizations internationalization 

Sport represents “an important, albeit frequently overlooked, instrument of soft power in 

a globalized world, capable of impacting both positively and negatively upon 

international relations and national prestige” (BECK, 1999, p. 63).  

Besides its representativeness, Sport industry has specific characteristics that differ from 

another industries, such as simultaneous production and consumption, synchronized co-

operation and competition, monopolistic bargaining and territorial rights, revenue 

sharing, vicarious identification of consumers, ephemeral experience and, most 

importantly, uncertainty of game outcomes (ZHANG; KIM; PIFER, 2014). 

As an example of its peculiarities, the mobility of labor markets is higher in professional 

team sports industry in Europe than in traditional markets, although they are both under 

the same legislation, mainly due cultural and social reasons (KESENNE, 2007).  

Although in football it is likely that poorer countries tend to be workforce exporters rather 

than importers, Hoffmann et al. (2000) have shown that there is no linear relationship 

between GDP per capita and performance of a national teams. Thus, GDP per capita is 

not necessarily enough to explain import and export patterns, although the author 

confirms that a country’s success crucially depends on both “imports and exports” of 

football players.  

There are two known cases of football teams that invested directly in foreign markets: 

Chivas USA and the Red Bull franchises. Chivas USA, a branch of Mexican football 

Team Chivas Guadalajara played MLS – North American Championship until 2014 when 

it stopped its activities. Red Bull, Austrian Beverage Company owns five football clubs 
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– in Salzburg, also where it is the company’s headquarters; a second in USA – New York 

Red Bulls, a third team hosted in Campinas, Brazil; and the two new ventures: Red Bull 

Ghana, hosted in the African country and RB Leipzig, in Germany (PETERSON, 2009). 

Both cases (Red Bull and Chivas) cannot be aligned with the concept of Nonprofit Sports 

Organizations, since both of them are commercial enterprises. Therefore, the concepts 

regarding Foreign Direct Investment are not suitable to analyze NPSO’s 

internationalization process.  

Most sports researchers try to explain sports and teams popularity, internationalization 

and global importance to business by quite different approaches including: motivators for 

sports spectatorships (KIM et al 2011), brand (PYUN et al., 2011), team personality and 

geographic personality (AIKEN; CAMPBELL; KOCH, 2013), athlete endorsement 

(CHANG et al., 2014), patriotism and national athletes (ROCHA; FINK, 2015), team 

reputation (JANG; JAE KO; CHAN-OLMSTED, 2015), sponsorship (HENSELER et al, 

2007), leadership (PARENT; SÉGUIN, 2008), and cost performance (BARROS et al., 

2014). Besides strategic networks relevance to NPSO’s internationalization, neither 

strategic approach nor sports management known literature considers the importance of 

institutions as an important factor for organization’s performance.  

However, reviewed literature was not able to explain sports teams’ success by its 

strategies as a firm. In this path for football teams’ internationalization, as commercial 

firms do, aiming to increase its sports and financial performance, it is unlikely that a 

NPSO can do it isolated from others business such as broadcasting or sporting goods 

companies. Internationalization then must be seen as network process instead an atomistic 

view (JARILLO, 1988). 

According to Woratschek, Horbel and Popp (2014), Goods-dominant-logic (GDL) has 

been the dominant approach to Sports studies based on traditional management approach 

and on sport management. By this perspective, sports are somehow produced in the sense 

customer needs are satisfied by sport products and by services (SULLIVAN, 2004). 

However, sport management presents stakeholders at stages that vary from before to after 

event, and politicians can make contributions that might provide meaning and theirs 

opinions can have great influence in the event.  

Sports as a product had influenced on business on a global scale and on different academic 

areas such as Sports Internationalization, marketing and sports management. 

Technologies such as broadcasting and Internet have been the main force for sports 
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globalization due to its cross-cultural appeal for different people around the globe. Both 

these technologies, mainly the former, allow people to see several sports on different 

locations at the time they want to (RATTEN, 2011).  

For Ferrand and McCarthy (2009) a great variety of large corporations see sports as a way 

to manage theirs products and services, which explains the importance of understanding 

how sports go global. Some sports organizations, including football teams, had increased 

its popularity using global medias in different formats and communications (CLARKE; 

MANNION, 2006) diversifying customers and fans increasing firms` awareness of 

globalization benefits. 

In this sense, marketing has an important role for sports firms to achieve globalization. 

Sports marketing is about sports events, equipment, and facilities promoting products and 

services, working sports events and athletes as vehicles to international business favoring 

connections between sports and business (GOLDMAN; JOHNS, 2009). Moreover, the 

increase of technological advances in communications allows sports firms being more 

connected with fans and customers by social media networks and general media in 

international scale (COOKE; BUCKLEY, 2008). 

Increasing fan base in international or global scale by communications medias as 

broadcasting and Internet has been driven by branding efforts by sports clubs. Sports 

teams such as Manchester United and Barcelona (BERRONE, 2011) have created 

worldwide fans base leading this teams being branded as cultural phenomena. This has 

increased their brands and partners’ reputation around the world generating more 

revenues from ticket and merchandise sales (MUNIZ; O`GUINN, 2001).  

For Jang et al. (2015) reputation is a very important and valued intangible asset that has 

a major impact on firm’s success and has positive relation with firms’ performance and 

equity (DOWLING, 2004). Reputation is also related to long-term success (HILL; 

VINCENT, 2006), influences trust (KEH; XIE; 2009) and satisfaction (WALSH; 

BEATTY, 2007). Ross et al. (2009) assert that team reputation and success are related to 

team infield performance that is, winning games and championships. 

For Lanza et al. (2016) infield team`s performance depends on its resources (athletes) and 

resource orchestration. These resources are more valuable as more experienced they are. 

This long term arrangement leads to tacit knowledge since each athlete knows how each 

one plays the game increasing team`s performance and facilitates communications among 

them (GROYSBERG et al, 2008) which for Lanza et al. (2016) is an important factor to 
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increase team`s infield performance. Therefore, the most important resource for a team is 

the athlete, which is also the most expensive (DI MININ et al., 2013). 

Concerning team infield success another important factor is resource (athletes) quality 

defined as number of games played in a season, number of seasons played and the 

championship class or series as A, B, C and so on (LANZA et al., 2016).  

High quality athletes are important because they can drive the team to victories and 

trophies, which contributes to a team’s reputation (Di MININ et al., 2013). For this result 

teams have to spend more and more hiring and training athletes, resulting in expenditure 

escalation, leading to the necessity of new revenues originated from media rights and 

merchandising (BARONCELLI, LAGO, 2007).  

According to Cavusgil, Knight & Riesenberger (2010) firm internationalization takes 

place when its products or services are sold or represented in foreigners markets. Coviello 

and McAuley (1999) divide internationalization literature in four views. The first, 

economic, treats internationalization as a pattern of investments in foreign markets 

(Dunning, 1988); the second treats it as an evolutionary process (BOTER, HOLMQUIST, 

1996), by involvement concerning knowledge and commitment to the market (Johanson 

and Vahlne, 1977). The third sees internationalization also as a process but including 

‘outward’ and ‘inward’ patterns of international expansion (Welch and Loustarinen, 

1993); and, the fourth integrates all three in the sense that embeds the first three views 

(Beamish, 1990). 

Johanson and Vahlne (1977) internationalization model was later on modified to 

incorporate the relationship between at least two partners (Johanson and Vahlne, 1990), 

and the following version (Johanson and Vahlne, 2003) ties the mechanism of original 

model closer to network view of industrial markets (Johanson and Vahlne, 2006). Latter 

on Johanson and Vahlne (2009) consider the internationalization process by network 

approach, which takes into account firms relationships. In that sense, the firm to be 

successful in its internationalization has to be embedded in one or more networks and 

must achieve strong positioning in its network. 

As it happens to different kinds of firms, internationalization for a football team hardly 

occurs in an individual way, the team has to be in at least one network. Therefore, a 

football team must have the right partnerships. Quite different from the atomistic 

approach, when a single firm competes as an autonomous unit for profits in non-personal 

market, network approach sees firms as more and more related to professional and social 
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networks considering trade exchange relationship with others firms (ZAHEER; BELL, 

2005).  

It is more suitable, according to reviewed literature, to explain a NPSO club 

internationalization by the adoption of institutional view and strategic networks 

approaches to propose a performance framework on internal capabilities of a non-profit 

sports organization (NPSO) and its capacity to manage resources as top valued players, 

infrastructure and institutional environment. Next sections there are specific and 

necessary literature reviews about institutional view and strategic networks.  

 

2.3  Institutional view 

Until early 1990s strategic management environment was driven by two major 

paradigms: industry based view (Porter, 1980) and resource based view (BARNEY, 1991; 

Barney, 2001). This polarity generated studies that commuted to both paradigms, 

anchored in one or another. This oscillation enabled the occurrence of a third perspective 

based on institutional vision (HOSKINSSON et al, 1999). 

Institutional perspective has both economic roots (North, 1990; Williamson, 1985) as 

sociological roots (DiMAGGIO and POWELL, 1983; SCOTT, 1995) and asserts that 

"institutions determine directly the arrows that a firm has in its holster in an effort to 

formulate and implement its strategy" (INGRAM, SILVERMAN, 2002). 

If for North (1990), institutions are seen as restrictions designed by men which drive their 

interaction, to Scott (1995) these are seen as "the regulative structures, regulatory and 

cognitive abilities and activities that provide stability and meaning to social behavior". 

Although there are different terms and labels for these dimensions, North (1990) divides 

institutions in formal and informal fields in a complementary proposition of Scott (1995) 

within which the institutions are based on three pillars: regulative, normative and 

cognitive needs. Among other functions, institutions present two that stand on the other: 

reduction of uncertainty and meaning provision (PENG, 2008; SCOTT, 2008). 

The approach proposed by these three authors allows expanding the use of institutional 

vision beyond the field of business organizations, as is the case of the sports organizations 

profit (NPSOs). Thus it is possible to make an object of study how and how much the 

influence of institutional environment affect strategic decisions, therefore performance of 

a Brazilian NPSO, within the scope of this study. As it can be seen at the figure below, 

the strategic decisions are not only defined by industry conditions or capabilities of the 
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organization, but also reflect formal restrictions and informal to an institutional setting to 

which the decision maker is confronted (Peng, 2002). 

 

Figure 5: Institutions, Organizations and Strategic Choices 

Source: PENG, 2002 

On institutional perspective, networks enables the legitimacy for firms in five different 

matters: market legitimacy, relational legitimacy, social legitimacy, investment 

legitimacy and alliance legitimacy (DACIN, OLIVER, ROY, 2007), as figure 6 below 

presents it below. 

 

Figure 6: The legitimating roles of strategic alliances and their impact on performance 

Source: DACIN; OLIVER; ROY (2007) 

The authors assert that legitimacy itself works as a resource for firms on strategic 

networks with potential to yield economic and competitive benefits for them, which turns 

legitimacy into a network driver. Legitimacy is explained as “a generalized perception or 

assumption that the actions of an entity are desirable, proper, or appropriate within some 

socially constructed system of norms, values, beliefs, and definitions.” (SUCHMAN, 

1995 p. 574). 

The need for market legitimacy appears more relevant in cases of liability of foreignness, 

which is when firm lacks the characteristics that contribute to the target's market 

legitimacy perceptions of the firm, such as experience, a positive reputation, success, or 
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government approval in the market (ZAHEER, 1995). The assert is valid for firms that 

are unknown to a new market or are new firms (liability of newness), whereas market 

legitimacy can helps attenuate these liabilities by reducing uncertainty.  In a third case, 

market legitimacy is needed when government authority or public endorsement is lacking 

and when firms are perceived to lack sufficient (DACIN; OLIVER; ROY, 2007) 

Relational legitimacy relates to the worthiness of being one’s partner, especially when 

companies perceive the collaborative pooling of expertise and resources that can solve 

intractable problems, reduce risk or enhance firm performance in ways that direct 

confrontation or competition cannot (CHILD; FAULKNER; TALLMAN, 1998). Thus, a 

firm’s attractiveness as a partner can be defined as “its perceived complementarity in 

providing skills or know-how, expertise in the area or activity sought by the alliance, 

receptiveness to knowledge trading, as well as trustworthiness, and integrity established 

from prior experiences and/or referrals” (DACIN; OLIVER; ROY, 2007, p. 175). Later 

on this research, it is possible to the three conditions to establish trust as asserted by 

Mayer, Davis and Schoorman (1995; 2007). Therefore, a firm is more likely to enter an 

alliance searching for relational legitimacy when the competition for attractive partners 

is intense, there might be necessity for additional ties and the focal firm lacks a positive 

alliance history or a positive reputation as a partner.  

The third type of legitimacy on strategic alliances, social legitimacy, is based on the 

assumption that all economic activity is embedded within a broader social or institutional 

context of social norms, rules and expectations (ZUKIN; DiMAGGIO, 1990). The 

fulfillment of this assumption increases institutional and customer pressures on firms on 

internationalization processes, due to the necessity to surpass local social responsibility 

requirements, and to meet local law regulations in local institutional contexts. 

Accordingly to Dacin, Oliver and Roy (2007) a firm with social legitimacy needs is 

willing to enter a strategic alliance when it is closed monitored by institutional 

constituents, or it relies on a socially responsible image or is engaged in activities or 

outputs highly visible and controversial. 

Investiment legitimacy is the worthiness of business activities. Firms with environmental 

and firms characteristics where future investment, or internalization or acquisition is 

needed tend to be especially diligent about investment legitimacy. So the firm might need 

internal endorsement of a business activity, and its partners might be the source of 

confidence among board of directors, corporate executive, ventures capitalists or 
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shareholders, and therefore provide resource benefits or performance advantages to the 

firms  

The last form of legitimacy roles in strategic alliances is the alliance legitimacy, the aims 

the validity or appropriateness of these alliances. Contrary of investment legitimacy, 

whose main foci are the internal constituents and investors of firms’ business activities, 

alliances legitimacy seeks to establish endorsement for the alliance from itself. (DACIN; 

OLIVER; ROY, 2007).  

The use of strategic alliances serves to validate or legitimate its viability as a form of 

business activity and acts as a new form of exchanging know-how, gaining new 

competences and moving into new markets. Literature suggests that the decision about 

the alliance governance structure will vary with the magnitude of a firm’s need for 

legitimacy, and if the strategic alliance will be equity or non-equity based, being the firm 

performance also dependent upon the selection of alliance governance structure and 

partner selection that satisfies a focal firms legitimacy needs (DACIN; OLIVER; ROY, 

2007).  

 

2.4. Institutional view and networks 

 

Academic research on institutions and networks have taken different paths. Although 

there are many similarities and connections between these two fields, the first appears 

linked to work on political sociology and organizational change while networks to 

associate the studies related to economic sociology. Nevertheless, this co evolutionary 

process creates, sustains and transforms the social worlds makes the cognitive categories, 

conventions, rules and expectations that form the institutions act as constraints to the 

process of formation of relationships (OWEN-SMITH; POWELL, 2008).  

Despite the distance of research between institutional and network fields, Owen-Smith 

and Powell (2008) suggest the existence of at least four fundamental ideas that pervades 

both environments and are indivisible: organizational field, institutional logic, 

embeddedness and social capital. 

2.4.1 Organizational field 
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Organizational action can be understood in terms of affiliation, competition and shared 

membership, which have in common the characteristic of analyzing how social relations 

shape the institutions (FOURCADE, 2007) in at least two definitions regarding 

organizational field: in the first, an organizational field is a community of organizations 

engaged in common activities and subject to regulatory pressures and reputation 

(DiMAGGIO; POWELL, 1983). The second definition asserts that the organizational 

field might be seen as a space of positions whose characteristics are defined jointly by the 

configuration of their relationships and the actors’ efforts performing it. In addition, in 

networks, actors can move to a finite number of positions. The position and affiliation of 

the participants are only in partly on their control, and the presence or absence of links 

constrain participant’s mobility (OWEN-SMITH; POWELL, 2008).  

Networks are essential in two senses: as meaning mechanism and as regulatory system, 

since they shape organizational fields, which determine the formation of relationships and 

help them to establish their consequences (OWEN-SMITH; POWELL, 2008). 

 

2.4.2. Institutional Logic 

 

Logic constitutes the second dimension in common in research networks and institutions, 

constituted by instrumental, normative and cognitive needs. As logic provides rationality 

for action, it influences is greater the higher their consistency and ease in being accepted 

as a convention. However, in scenarios where multiple logics compete among themselves, 

it can be a source of conflicts or generate new forms of activity (OWEN-SMITH; 

POWELL, 2008). 

Without the institutional logic, it would be "impossible to explain which types of social 

relationship have which types of effects on organizations’ behavior and individuals" and 

also transform networks into meaningful economic and social components precisely by 

disciplining the formation and implication of relationships (FRIEDLAND; ALFORD, 

1991). 

There are different approaches on how the idea of logic is supported in relationships. In 

the first approach, in contrast with the notion of Weberian authority, there are the 

connections between the different social conventions that are central and define the 
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characteristics of the organizations. When it is attached to categorical distinctions 

emerged from the organizational roles, institutional logic helps to organize the formal 

structure (MARCH; OLSEN, 2010). 

The second approach asserts that institutional logic provides a mechanism in which the 

institutions directly influence the formation and mobilization of networks, as they come 

to the expectations and regulation to exert forces on the practitioners of a particular field 

of activity (CLEMENS, 1993, 1997). 

2.4.3. Social Capital 

 

The creation of interorganizational networks from pre-existing social relationships 

conditions is an well-studied subject (CASSON; COX, 1997) and, specifically for 

nonprofit organizations (GALASKIEWICZ; WASSERMAN, 1989), organizational 

groups (GRANOVETTER, 1994); merges and acquisitions (HAUNSCHILD, 1993), 

industrial groups (HERRIGEL, 1995) and related to entrepreneurship (LARSON, 1992). 

In short, capital is a resource that grows with investment and use, being defined as a 

relationship and not an object. Social capital, therefore, is the arising capital from 

relationships external to individual (LIN, 2001). Along with the concept of 

embeddedness, the indiscriminate use of the initial conceptualization of social capital has 

turned its definition more difficult.  

Social Capital has some features that differentiates itself from other forms of capital: 

1) It is a long-term asset. Combined with other resources can be invested, with the 

expectation of future flow of benefits, even when uncertain. When you invest in 

external relations, both the individual and the organization can increase its share 

capital and, therefore, profit in a tangible way for greater access to information, 

power and solidarity. When you invest in internal relationships, collective actors 

can increase your identity and ability to perform collective actions (ADLER; 

KWON, 2002). 

2) As other forms of capital, social capital is at the same time "appropriable" 

(COLEMAN, 1988) and “convertible” (BOURDIEU, 1985). Appropriable, 

because it can be used for a variety of purposes (although not with the same 

efficiency), as a friendship can also be a source of advice or information, and 

convertible, because the position of a person on a network can be converted into 

an economic condition. 
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3) It can be a substitute or a complement to other resources. As a substitute for other 

resources, the organizational actors can compensate lack of financial resources or 

human capital with social capital. As a complement to other resources, social 

capital can increase the efficiency of capital by reducing transaction costs 

(LAZERSON, 1995). 

4) The use of social capital requires constant maintenance, unlike some physical 

resources and human capital. The social relationships must be constantly renewed 

and reaffirmed that do not lose efficiency. In addition, they do not possess the 

right rate of depreciation, for two reasons: first, because you can depreciate with 

its non-use or over-use. However its use does not detract. As several other forms 

of public goods such as knowledge, it is more likely to grow over time. And 

secondly, in some contexts in which social structure changes by contextual issues, 

the rate that this occurs is typically unpredictable, turning its formal accounting 

unfeasible (ADLER; KWON, 2002). 

5) Social capital belongs to the list of "collective goods" such as clean air and safe 

streets, and they are not private property of those who benefit from it. In particular, 

this feature appears in internal connections: the use of this social capital by one 

person does not diminish its availability to others, but unlike the "pure collective 

goods", third parties might be excluded from a network (ADLER; KWON, 2002). 

6) Unlike other forms of capital, social capital is not located in an organization or 

person, but in relations with other actors. There is not an exclusive owner of the 

rights of social capital (BURT, 2009; COLEMAN, 1988). 

7) As the latest feature of social capital, we have that investment in its development 

is not measurable, which turns its definition as capital a little metaphorical. Thus, 

its measurement is always linked to another form of measurement (ADLER; 

KWON, 2002). 

There are two dominant conceptions: for Burt (2005), social capital derives from the 

existing structure towards the collective, but returns (of the capital invested) belongs to 

the individual based on its position within the network. Portes (1998) complement this 

vision when states that "the involvement and participation in groups can have positive 

consequences for the individual and for the community." Therefore, for Coleman (1990) 

social capital is defined by its functions, not belonging to a single entity, but a variety 

with two common elements: it consists in some aspect of social structure and facilitates 

certain actions of individuals within this structure". 
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For Granovetter (1985), the origin of social capital importance lies on markets 

imperfection markets, because in a situation of perfect competition there is no room for 

bargain, negotiation, disagreements or mutual adjustments that are manifested through 

intermittent relationships, which result from the mutual knowledge. The importance of 

the participation of social capital in negotiation processes, therefore, cannot be regarded 

as peripheral, but as centerpiece.  

Adler and Kwon (2002) complement Coleman’s (1990) definition when recognize the 

source of social capital based on the social structure in which the actor is allocated. In a 

quite assertive proposition, social capital is for Adler and Kwon (2002) a feasible resource 

for actors as a function of its location in the structure of their social relationships. 

 

Social capital sources are founded on three dimensions of social structure: marketing 

relations, hierarchical relations and social relations. Market relations are based on the 

product and services exchanged or bartered for money; hierarchical relationships are 

those in which obedience to authority is exchanged for material or spiritual safety and 

social relations, in which favors and gifts are exchanged. It is in this third dimension, of 

social relations, where the social capital structure underlies itself (ADLER; KWON, 

2002).  

 

Table 03 below explains the dimensions, what is exchanged and trade terms (if diffuse or 

specific if explicit or tacit, if symmetrical or asymmetrical). 

 

 

Market, Hierarchical, and Social Relations 

Dimension Market Relations Hierarchical Relations Social Relations 

What is exchanged? Goods and services for 

money or barter 

Obedience to authority for 

material and spiritual security 

Favors, gifts 

Are terms of exchange 

specific or diffuse? 

Specific Diffuse (Employment 

contracts typically do not 

specify all duties of employee, 

only that employee will obey 

orders. Other hierarchical 

relations imply a similar up-

front commitment to obeying 

orders or laws, even those yet 

to be determined.) 

Diffuse (A favor I do for you 

today is made in exchange for 

a favor and at a time yet to be 

determined.) 
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Are terms of exchange 

made explicit? 

Explicit Explicit (The employment 

contract is explicit in its terms 

and conditions, even if it is not 

specific. Ditto for other kinds 

of hierarchical relation.) 

Tacit (A favor for you today is 

made in the tacit 

understanding that it will be 

returned someday.) 

Is the exchange 

symmetrical? 

Symmetrical Asymmetrical (Hierarchy is a 

form of domination.) 

Symmetrical (The time 

horizon is not specified nor 

explicit, but favors eventually 

are returned.) 

Table 3: Exchanges in Market, Hierarchical, and Social Relations 

Source: ADLER; KWON, 2002 

The means of interaction between hierarchical and market relations occurs in social 

relations dimension, which is divided into opportunity, motivation and skill. If a potential 

sponsor has resources, but lacks motivation or know what to do with it, the capital did not 

materialize. The same occurs with this sponsor when it lacks motivation, even when there 

might be opportunity and ability to fulfill a certain action. This ability also does not 

materializes social capital in the absence of an opportunity for investment or if the sponsor 

does not find reasons take some action (ADLER; KWON, 2002) 

Several authors that link strategic networks to social capital in organizational studies 

reinforce the necessity of evaluating a network based on the quality of their bonds like: 

frequency, intensity, complexity, among others - and its configuration. This concern 

extends to the necessity to consider whether such bonds are direct or indirect among them 

(GRANOVETTER, 1973; COLEMAN, 1988; BURT; 2009), which ensures access to the 

people who can provide mutual support and the resources that these people they can 

mobilize through their own connections. 

For Coleman (1988) the extent to which the actors of a network are connected facilitates 

the emergence of effective norms and rules, also the maintenance of confidence in other 

members of the network, increasing social capital. Burt (1992) emphasizes networks with 

less ties, but with redundant connections that provide relevant benefits of social capital, 

or in cases of poor or little use social capital can perish. 

Motivation is an integral factor of the capital because individuals react and have different 

motivations. For Portes (1998) there is no doubt about the desire for an investor to receive 

benefits when applying its capital. The major question is what motivates donors even 

when there is no right or immediate returns; the authors call the motivations as 

“consummatory” and instrumentals.  
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Consummatory motivations are those based on highly internalized norms, germinated by 

childhood socialization or through life experience shared with others. The second type, 

instrumental motivation, is also standards-based, but with great scope of rational 

calculation. These can be created in dyadic social exchange processes (Blau, 1964) or by 

"enhanced trust" in which both sides (of a dyadic case) are committed to a larger 

community (PORTES, 1998) while Putnam (1993) favors those rules whose content leads 

more directly to trust and confidence. 

For some authors the motivation appears as a synonym of trust (FUKUYAMA, 1996, 

1997), or as a source of social capital (PUTNAM, 1993). In Adler and Kwon’s (2002) 

model trust presents itself as a key motivational source of social capital. 

In networks arrangements, ability is a concept described as the skills and resources 

located on the nodes and network connections. Portes (1998) defines ability in networks 

as a complement to social capital in a narrower vision, while Lin (1999) includes the 

ability as one of the constituents of the capital. 

As seen, the dynamics between marketing relations and hierarchical relationships within 

social relations, broken down in the variables opportunity, motivation and skill subsidizes 

social capital formation. However, Social Capital appears in studies as a resource with 

positive results. As benefits, Sandefur and Laumann (1988) distinguish information, 

influence and solidarity, as Coleman (1988) repeats the influence list but other factors 

such as control and power.  

The information is expressed as a benefit of social capital as increases information 

quality, relevance and temporality, such as access to employment opportunities and 

innovations, knowledge and gain new skills (UZZI, 1997), with the possibility of 

positively influencing aggregate members (BURT , 1997). 

Influence, control and power are a product of social capital to generate obligations to 

those outside the network, which benefits focal actors to achieve their goals (COLEMAN, 

1988). 

Solidarity arises when there is encouragement to compliance with local rules and 

customs, which significantly reduces the need for formal controls. Ouchi (1980) cites the 

clans as pursuing strong standards, high commitment and low monitoring costs. Relevant 

forms of solidarity also arise from weak nodes in networks, or where there is no apparent 

connection (GRANOVETTER, 1982). For the public overall, the positive externalities 

include civic and citizenship engagement at the organizational level (PUTNAM, 1993). 
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Other authors developed broader views, also considering aspects related to risk capital, 

which will be presented below. 

First, for organizational or network agents, it is necessary to consider that although 

appropriable and convertible, this capital transformation does not normally occur without 

costs. Disproportionate investments might transform a potentially productive resource in 

a weakness or limitation. A stronger connection requires more time and investment to 

take place, as weaker connections are more effective because they provide access to non-

redundant information and have less expensive maintenance than stronger connections 

(HANSEN, 1998). Second, even a benefit located in a particular author can have negative 

consequences in the broader setting of the organization, often in an immeasurably matter 

(AHUJA, 2000). Third, benefits related to solidarity can lead to several negative 

consequences for local actors such as: excessive solidarity among members rather than 

establishment of new ideas, which results in inertia and parochialism (ADLER; KWON, 

2002; GARGUILO; BERNASSI, 1999; KERN, 1998). 

This session presented the elements in Adler and Kwon’s (2002) conceptual model form 

social capital. However to become valuable, it is necessary to consider two limiting 

factors: the tasks and symbolic contingencies and complementary capabilities. 

Contingency tasks help explain whether strong or weak ties are more valuable. For Uzzi 

(1999) if the task requires trust and cooperation, it is better to opt for intermittent ties with 

repeated exchanges among a smaller number of partners. However, if the task requires 

economic rationality and market competition, a small number of transactions with many 

partners is preferable. Norms and beliefs, besides its function as a source of social capital, 

also influence the value of a certain stock of social capital. Burt (1995) exemplifies why 

a particular entrepreneur, who can be seen by executives as legitimate and therefore 

rewarded, but who struggles to be legitimized in another context, whereas he or she might 

be considered opportunistic or profiteer. 

Complementary capabilities may be also a source of social capital, therefore only the 

resources made available by a given actor to the network can be constituents of social 

capital. A partial funding to a venture can facilitate the acquisition of other resources for 

another entrepreneur who wants to be part of that network (ADLER, KWON, 2002). 

Social capital action can, therefore, influence social structure in three dimensions, and 

generate direct impacts, while indirect actors or potential new actors might be impacted 



58 

 

in the following steps as proposed by Adler and Kwon (2002), who proposes a dynamic 

conceptual model of Social Capital, presented in the following figure. 

 

Figure 7: A Conceptual Model of Social Capital 

Source: ADLER; KWON, 2002 

2.5. Strategic Networks and Competitive Advantage 

The atomistic approach whereas each enterprise as stand-alone basis competes for profits 

in impersonal markets is every day unsuitable to analyze organizations that are 

increasingly involved in professional, social, and relations networks with other 

organizational actors  (GALASKIWICZ; ZAHEER, 1999; GRANOVETTER, 1985). 

Network approach enhances the role of external environment that ceases to be merely a 

competitiveness measurement in product buyer-supplier relationship (GULATI, 1998). 

In this perspective, the company is no longer the most important unit of analysis to 

become one of the elements of a strategic network of organizations with various forms of 

hierarchy and organization. 

Network operates as an intermediary between a company and the market, working as a 

center for access to access to information, resources, markets and technologies with the 

advantages of learning and economies of scale and scope. Network approach allows 

companies to achieve their strategic objectives such as reduction of risks and the 

outsourcing of the stages of the value chain and organizational functions. In addition, to 

the extent that economic environment becomes more competitive, companies’ network 

increases its strategic importance (ZAHEER, GULATI, NOHRIA, 2000) including action 

on international markets (ALVES et al, 2011; GUIDO; DE LIMA, 2012; MEDCOF, 

2001). 
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2.5.1. Embeddedness 

For Granovetter (1985) any market related relationships are embedded in economic 

institutions (such as contracts) and non-economic (as friendship and family relationships), 

which emphasizes the importance of social relationships as an integrant part of economic 

activity. Relationships has the assumption that their meanings are variable and dependent 

on participants orientation in several contexts and logics that are they are involved 

(OWEN-SMITH; POWELL, 2008). 

Gulati (1998) asserts about firm embeddedness in social networks:  

(…) can both restrict and enable the alliances a firm enters. By influencing the extent to which 

firms have access to information about potential partners, social networks can alter the 

opportunity set firms perceive for viable alliances. Similarly, networks constrain the extent to 

which potential partners are aware of a focal firm and thus may constrain its set of choices for 

alliances. This is vividly illustrated by the influence of one such social network, the cumulation 

of prior alliances, on the subsequent alliances by firms.  

Thus, Macaulay (1963) contends that, under the economic approach, in contracts the 

penalties provided are most often ineffective face its nature to replace a breach of contract 

and can bring undesirable consequences. Therefore, it is impractical to manage a contract 

bringing its clauses to each contingency, if the firm’s objective is to keep doing business 

with that specific partner in the future. 

 

In strategy studies, the main objective is to know why some organizations outweigh the 

performance of their peers (POWELL, 2001), which explain one of the drivers of this 

study, to analyze NPSO performance. 

Competitive advantage is understood as the existence of capacity to create value above 

the average of their competitors or the company’s ability to create value beyond its 

competitors by evaluating its resources (PETERAF; BARNEY, 2003), through the 

evaluation of its industry (PORTER, 1985) or advantages derived from a wider range 

such as government or society (PENG, 2002). Competitive advantage is also known for 

being responsible for only a portion of one organization’s rents, being its networks 

responsible for a very considerable part of its rents (ZAHEER, GULATI, NOHRIA, 

2000). 

Competitive advantage is also a latent construct and logical precedent of superior 

performance (BRITO; BRITO, 2012). Performance and organizations’ behavior are 
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highly influenced by their environment and social context in which they operate. In 

strategic perspective, social context is one of the most important factors to the analysis of 

organizations relationships (ZAHEER, GULATI, NOHRIA, 2000), being social context 

constituted by ample elements arrangement that can be classified as structural, cognitive, 

institutional and cultural (LEVITAS; HITT; DACIN, 1997; DEQUECH, 2003; ZUKIN; 

DiMAGGIO, 1990; OWEN-SMITH; POWELL, 2008). 

There are five sources of firm success on a strategic network for Zaheer, Gözüyük and 

Milanov (2010) there are five sources for firm success in strategic networks: industrial 

structure, positioning in the industry, resources and competencies imperfect imitation, 

contracts and coordination costs, and networks dynamics and consequences. These 

sources are described below. 

2.5.2. Industrial structure including the degree of competition and barriers to entry 

Industry structure in large concentrations, known as oligopoly is capable of producing 

greater profitability for participants (SCHERER; ROSS, 1990). In this sense industry 

profitability is influenced by the extent of concentration and market power on the 

upstream or downstream. This concentration works as discouragement mechanism for the 

entrance of new competitors in the market, which keeps the difference in profitability 

among firms (PORTER, 1990). In the market of global football sports entities, there is 

the perception that there is space for a few global brands (RICHELIEU, DESBORDES, 

2009). 

 

For Zaheer, Gulati e Nohria (2000), when firms are observed on a resource and 

information network, industrial structure is better interpreted. Galaskiewicz & Zaheer 

(1999) suggest three possible relationship types: 

a) Network structure: which refers to the general pattern of relationships within the 

industry; 

b) Network membership: which refers to the composition of the network, considered 

factors such as identity, status, resources and approaches;  

c) Ties modality, translated as the set of rules and norms institutionalized that dictate 

the behaviors considered appropriate.  While these are sometimes materialized as 

formal contracts, they are seldom simply understandings that evolve within the 

dyad relations and the network. Among these understandings, emphasis is the 

bonds that constrain access to resources (such as raw materials and markets) to 
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companies that are outside of the network or industry, ensuring profitability for 

companies that belong to the network, which may have as a direct consequence 

the coordination monopoly. 

2.5.3. Positioning within an industry including strategic groups and barriers to mobility; 

 

Traditional models consider that within the industries companies are not homogeneous, 

but have similarities such as scale, portfolio of products and services, prices, quality, 

technology, customer service among other factors. This similarity provides creation of 

groups of companies or strategic groups. In order to overcome the borders created by 

these groups of companies or strategic groups for a new comer company, it might be very 

difficult by factors such as the rent expectation, entry barriers, investment expectation 

from other competitors, existence of outright grants, access to information and decision-

making (CAVES; PORTER, 1977) and are utilized to explain different performance 

inside the industry (COOL; SCHENDEL, 1988; SPARROWE et al, 2001; WATSON, 

2007). 

Therefore there are authors that present theoretical and empirical criticism about the 

existence of strategic groups (DRANOVE; PETERAF; SHANLEY, 1997) and their 

consequences (THOMAS, VENKATRAMAN, 1988). For instance, Watson (2007) 

asserts that there is no positive correlation between positioning in a network and return 

on investments or profitability and some actions might lead an organization to ostracism 

(SPARROWE et al, 2001).  

An alternative approach to strategic groups is the use of companies interactions and 

relationships to identify groups within the industry, called clicks or strategic blocks 

(GARCIA‐PONT; NOHRIA, 2002). 

These clicks or blocks represent a group of companies in the same strategic group. In this 

form of association, the company only cooperates with those who are within your group 

(locked in effect) and prevents cooperation with companies from outside the group 

(locked out effect). When, in the aircraft industry a company responds to an alliance with  

rivals, companies focus on allying to its rivals partners (creating intra-network 

competition) or form alliances in contrast to rivalries and partnerships (GIMENO, 2004). 

While links between companies belonging to a network act as an entry barrier to non-

network companies, these same bonds act as an exit barrier to companies that belong to 

the same network (ZAHEER, GULATI, NOHRIA, 2000).  
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These mobility barriers, however, do not prevent the emergence of new comers 

companies in reason to organic growth of the network develop specific management 

skills, cost leadership or innovation, which makes these organizations are called servers, 

defined as "typically larger units with further developed distribution capabilities, which 

gradually begin to coordinate product and processes development within the group" 

(LEVIN, 1998). 

2.5.4. Imperfect imitation of resources and skills 

Accordingly to resource based view (RBV) the notion of proprietary resources or 

resources controlled by a company has the potential to provide sustainable competitive 

advantage when resources are inimitable and not easily replaced (BARNEY, 1991; 

BARNEY, 2001; DRANOVE; PETERAF; SHANLEY, 1997; PETERAF, 1993). In this 

view, the main objective it to seek which resources are valuable and inimitable. 

Nevertheless, resource-based view does not aim to identify the process of value creation 

or production of these resources, only has the assumption that companies acquire them 

somehow internally. Network approach helps to fulfil this gap, when aiming to present 

the resource origin that can generate value to the company (AHUJA, 2000; BAUM; 

CALABRESE; SILVERMAN, 2000). 

Gulati (2000) goes further, stating that companies’ networks are themselves, an inimitable 

resource since no network is equal to the other, and the irreplaceable skills of its actors, 

so a means of accessing resources and inimitable skills. Social capital, available resource 

to actors as a function of its location in the structure of social relations is source of 

inimitable resources that generates value for the companies and for the network (ADLER, 

KWON, 2002). 

As the network provides access to critical resources to environment such as information, 

capital, products and services, and this combination of resources, internal to its actors and 

made available to the network generate valuable resources, they become inimitable and 

irreplaceable (GULATI, GARGIULO, 1999). 

2.5.5. Coordination and contract costs  

One of most important issues presented in business strategy literature is the decision 

"make or buy": if the company must acquire a certain input or service or to manufacture 

it (GIETZMANN, 1996; POPPO; ZENGER, 1998; LEIBLEIN; REUER; DALSACE, 
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2002), under the strong influence of studies that show the dangers of contracts from the 

transaction cost studies (WILLIAMSON, 1985). 

Between the dichotomous hierarchy and market options, hierarchy should be selected 

when there is chance of opportunistic behavior by partners and consequent need for high 

costs control that turns into higher transaction costs. On the other hand, when there are 

low transaction costs, there is the existence of a formal agreement with certain fulfillment 

market exchanges must be favored.  

Figure 8 (BARNES, 2008) below shows organization’s decision facing strategic 

importance and organization’s operational performance. At the higher quadrant in the 

right, if the contribution to operational performance is considered high and it is also 

considered an strategic asset for the organization, the decision must be to retain that 

activity within organization’s borders. On the other hand, at the left lower quadrant if a 

given task or product is not relevant for the organization and it shows low importance on 

organization’s strategic, the decision must be to eliminate. The left high quadrant is where 

the organization might decide to build strategic alliances, whereas the acitivity shows 

high strategic relevance but does not contribute to operational performance. On the right 

lower quadrant, the organization decides to outsource the activity in reason of its low 

strategic importance. Both decisions (build strategic alliance and outsource) answer the 

question to “make or buy” but using different paths. 

 

 

Figure 8: Decision to internalize matrix 

Source: Barnes, 2008 
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However, this view suggests that each transaction as a discrete event and ignore a history 

of transactions. When the history of transactions between companies is considered, it is 

better to measure trust among organizations, which can anticipate risks in relationships 

of transaction (GULATI, 1995). Social networks provide trust by reducing transaction 

costs because: 

1) Social networks allow companies associated to the network to obtain information 

about each other in a way that they could if they acted together;  

2) Existing ties help companies to identify and to learn about each other’s 

responsibilities;  

3) It makes easier for companies to know the capabilities of each other;  

4) It increases confidence in mutual access to resources; 

In summary, networks enable reduction of information asymmetry, which increases the 

costs of contracts (GULATI, 1995). 

Another way to increase network value is by their enterprises’ brands value (ZAHEER, 

GULATI, NOHRIA, 2000; TARSITANO; NAVACINSK, 2013) that decrease the 

production of cost information, based on the assumption that information has high 

production cost and low cost of reproduction (SHAPIRO, VARIAN, 2013). 

Other aspects on network formation such as trust, cooperation, and relationships highly 

affect brands (RIMOLI; NORONHA; SERRALVO, 2013). Also for Keller, 

Parameswaran e Jacob (2011) because brands transfer both tangible and intangible values 

to consumers and therefore reduces the risk of a strategic association (MATZLER; 

GRABNER-KRÄUTER; BIDMON, 2006), working as one of the foundations of 

organizational networks (CHURCHILL; PETER, 2003).  

2.5.6. Dynamic network constraints and benefits   

Although there is an expectation that networks are stable over time, with few and small 

changes, usually networks tend to be dynamic in function of external and internal factors 

influence, which marks its evolution over time (MADHAVAN; KOKA; PRESCOTT, 

1998), allowing peripherals take more central position in the network. While this 

possibility exists, networks’ central element possibly shows aversion to change. First, 

because previously existing contacts might mitigate the negative impact of events that 



65 

 

aim to change the structure, even for those companies whose powers are less valuable. 

Second, because there is no guarantee that the events will benefit ongoing businesses. 

The prior position, before the event that changed the network, can remove some benefits 

that companies had before, unbalancing power and relations within the network 

(MADHAVAN; KOKA; PRESCOTT, 1998).   

Changes may occur within the network, called endogenous. These changes, represented 

by breaking of or new ties formed by any actor or agent not only influences organizations’ 

behavior in subsequent periods, but also to the others with whom this organizational actor 

was related. This pattern was observed in automobile industry in USA in 1980/90 decades 

(GARCIA-PONT; NOHRIA, 2002). Another alternative of breaking ties is the way that 

each link represents, altering the structure of opportunities and information flow in the 

same way as when a tie is broken (GULATI; NICKERSON, 2008). 

Among the most common consequences for businesses on networks are locked in and 

locked out effects and learning races.  

The first refers to ties formed among companies that impose restrictions on ties with other 

companies. When the firm builds a tie to another one, this same firm becomes unavailable 

to associate to other companies. In addition, the entrance of a company in a network or 

alliance brings with it the expectation of fidelity, including non-participation with other 

companies (ZAHEER, GULATI, NOHRIA, 2000). 

Learning races involve mixed motives in which partner companies have individual and 

common interests. There is returns expectancy, concomitant to knowledge acquisition 

and/or access to resources that can be a one sided motivation. Learning race is one of the 

reasons for networks mortality, when a company obtains resources or knowledge desired 

for then leave the network (ZAHEER, GULATI, NOHRIA, 2000). Other reasons to 

explain network mortality might include saturation of a given supplier or distributor’s 

exploitation, excessive dependence of a specific firm, assets becoming so specific that 

restrain market growth, or excessive control by the partners, on which the use of power 

substitutes partnership and, as a consequence, the sense of network (MILES, SNOW, 

2002). 

2.6. Strategic networks and performance 

The concept of a company or dyadic alliance as object of analysis has historically been a 

strategic alternative, and misread market elements interaction, including how companies 
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purchased information. It should also be taken into consideration that the precursors, key 

processes and consequences associated with these market elements can be defined and 

formed by social networks that most companies are embedded (GRANOVETTER, 1985). 

A social network is then defined as a set of nodes (as individuals or organizations) 

connected by a long list of social relations such as friendship, funds transfer, association 

to a specific type of connection (LAUMANN, GALASKIEWICZ, MARSDEN, 1978).  

Therefore the object of study in social networks is the relationship among the actors, not 

relationships’ attributes (KENIS, OERLEMANS, 2008). The strength of network ties is 

defined as the combination of time, emotional intensity, intimacy and mutual services that 

characterize them (GRANOVETTER, 1973). Alliances are unique because they can be 

studied by endogenous and exogenous factors. Endogenous factors help to explain the 

influences of social networks in alliances formation, as exogenous factors consider effects 

of social networks on alliances and the accumulation of alliances, and both can be 

accessed simultaneously in further longitudinal studies (GULATI, 1998). 

There are two predominant approaches to examine the influence of social networks: the 

first emphasizes the benefits derived from differences in information from social 

networks, while the second approach emphasizes the benefits related to control that the 

organizational actors can generate to position themselves in a social network. Although 

they are different concepts, they overlap themselves since access to differential 

information vary provides much more elaborated forms of control on the network (BURT, 

2009). 

The benefits regarding information derive from two mechanisms: relational 

embeddedness and positional perspectives (GULATI, 1995).  

The first, relational embeddedness (or cohesion perspectives) emphasize the role of direct 

cohesive ties as a mechanism to gain quality information. This mechanism suggests that 

organizational actors with strong links have a shared view of the usefulness of certain 

behavior as a result of discussing their opinions on their socialized relations, which in 

turn have their opinions influenced by third parties (GULATI, 1995). Thus, 

organizational actors who share the same connections are more likely to have information 

in policy and knowledge about their partners.  

The second, structural embeddedness (or positional perspectives) goes further trivial 

relationship and emphasizes the informational value that the structural position of the 
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partner exerts over the network (GRANOVETTER, 1992). This company's position 

relates to its status. In inter-organizational context, status can be considered as an product 

quality feature provided by an actor or organization when the quality of the product 

cannot be directly observed or measured (PODOLNY, 1993).  In sports 

environment, since stakeholders are unable to assess the quality of service offered by a 

particular entity, sports performance in competitions takes a similar role (WINAND et al, 

2010). 

For Gulati (1998) the notion that a firms’ social connections guide their interests for new 

alliances and come with opportunities to achieve their goals is highly anchored by the 

process that indicates the entry of companies into a new network structure. From a 

strategic point of view, some of the key elements in companies’ behavior embedding into 

a network can be observed by the sequence of alliances events. This sequence includes 

the decision to join or form an alliance; the choice of suitable partner; the form or alliance 

structure, and alliance evolution over time. Although the sequence is not always the same, 

decisions underlie three main factors (GULATI, 1998): 

1) Which companies enter into alliances and with which partners they are combined?  

2) What types of contracts are used to formalize an alliance?  

3) How this alliance and the participation of the partners evolve over time? 

To these issues related to alliance formation, the author adds two more, both in terms of 

alliance performance and in relation to individual companies’ performance:  

4) What factors influence the success of alliances?  

5) What are the effects of alliances in of firms performance entering into an alliance? 

Following the five topics are analyzed individually, which will deepen each of the issues 

raised by Gulati (1998). 

2.6.1. Which companies enter alliances and with whom they ally? 

The first empirical studies on alliances were studies on joint ventures formation 

(GULATI, 1998), which aimed to raise the motivation for their creation. Kogut (1988) 

presents three main motivations for joint ventures creation, which can be applied also to 

the networks according to Gulati (1998): 

1) Transaction costs resulting from a small number of businesses;  
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2) Strategic behavior, which leads companies to try to improve their competitive position 

or market power; and  

3) Search for knowledge or learning resulting from the relationship between partners, or 

maintenance capacity while the company seeks market knowledge in the market or in 

other companies. 

Some of the empirical factors related to companies decision when forming alliances 

includes the competition extension, the stage of market development, demand and 

uncertainty over the competitive market (KENIS; OELERMANS, 2008). In other words, 

the foci of studies about companies’ entrance in alliances remains on strategic factors, 

since the investigations based on transaction costs and based on knowledge appear to be 

less viable to treat (GULATI, 1998). 

Several studies criticism on transaction costs role and ownership in alliances. For Powell 

(1990), alliances do not arise in the pendulum market-hierarchy, but arise as a distinct 

form of governance, which the author calls network form. The same argument is used by 

Adler (2001) that calls the form of governance of networks of trust.  

Another important criticism to the application of transaction costs theory as a factor of 

definition of entry of a company in alliances comes from two arguments posed by Zajac 

and Olsen (1993).  

First, transaction costs theory focuses on a single part minimizing costs, while alliance 

previews dyadic relationship, which prevents the response from which cost minimization 

is being made. In addition, alliances are not related to cost minimization, but to all its 

companies value maximization. Second, the structure of transaction costs theory neglects 

important processes that are in the nature of alliances, based on continuous exchanges 

among partners. A third criticism focuses on the exaggerated reduction of uncertainties. 

The concern of companies goes beyond coordination costs. Such costs are due to their 

interdependence that goes beyond companies’ borders and the complexity of coordination 

activities carried out individually by one of the partners or jointly by the members of the 

network (GULATI, 1998; ZAJAC; OLSEN, 1993). 

Although to Inkpen and Tsang (2005) a network can function as a mechanism for driving 

and knowledge transfer, the authors do not indicate knowledge transfer as a motto for 

formation of knowledge. This denial is based on Podolny and Page (1998) who see two 
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ways of learning: networks can facilitate learning to knowledge transfer from one 

company to another, where networks became the conduit to process and move knowledge. 

Second, networks enable creation of a new knowledge once inexistent within its 

organizations. In this sense, the dependent variable is the knowledge transferred between 

members of the organization. These two situations are very difficult to dissociate in 

practice, which makes its study less treatable (GULATI, 1998). 

2.6.2. Which types of agreements are utilized to formalize an alliance? 

One of the more notable features of strategic alliances studies is their diversity, including 

partners nationality, their motivations and objectives and the formal structure selected for 

the partnership, known as governance of the alliance (GULATI, 1998). Although the 

alliance is in itself a different structure from markets and hierarchies, the formal structure 

of alliances also differs among themselves (POWELL, 1990). Network structures include 

all those who are not purely market or purely hierarchical. If considered the origin of 

network studies in joint ventures analysis as proposed by Kogut (1988), which evolves 

partnership in creation of a new entity with shared ownership. A similar mechanisms 

occurs to replicate hierarchy structure in its forms of organizational control, and at the 

other end of those alliances structure there are those without shared controlling interest 

with few mechanisms of control among them (GULATI, 1998). 

The majority of studies focused on ownership in alliances have their origin from theories 

transaction cost theory, based on risks to parties and market uncertainties. This vision 

seeks to replicate control by hierarchical logic to facilitate monitoring and align 

incentives. The greater concern with ownership and governance structures are 

implemented on the network will appear with a hierarchy (GULATI, 1998). 

Although there is a certain criticism on the use of transaction costs theory as a basis for 

network studies, such use is justified on the short term when companies are entering into 

a network (GULATI, 1998). 

An alternative to power in governance structures on network is trust. In the next chapter 

there will be a specific revision on this form of governance, but “trust is the mutual 

confidence that no party to an exchange will exploit another's vulnerabilities” (BARNEY; 

HANSEN, 1994 p. 176). 

A social network originating from previous ties among actors can promote trust in two 

different ways: first, as a source of reference. The existing social structure ensures the 
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company about the existence of potential partner and promotes interactions among them.  

Through these interactions, companies learn about their partners, and also develop trust 

on standards of equity or knowledge-based trust. This form of trust is anchored in 

cognitive and emotional foundations, as the interpersonal relationships existing priory 

start to pressure for conformity to partners’ expectations (RING; VAN DE VEN, 1989). 

A second form of trust is enforceable trust or deterrence-based trust. In this case a 

particular partner tie usefulness motivates good behavior. Each partner has expectation 

of something to lose if they behave in a manner opportunist. Among the possible penalties 

there are the loss of business opportunity with that partner, loss of interaction and loss of 

reputation (GULATI, 1998). 

Trust therefore not only serves as an alternative to contract, but is also as a complement. 

Both forms of trust, knowledge-based and deterrence-based trust create safeguards for 

transactions issues related to companies reputation. In other words, the more trust is 

present, more questions concerning appropriation will be mitigated (GULATI, 1998).   

2.6.4. Networks and alliance dynamics and evolution 

Dyadic transactions, i.e., the ties that constitute networks can be transformed significantly 

in relation to its original design and function, which may generate consequences in its 

performance. Khanna et al (1998) introduced the concept of relative scope, on which 

initial conditions are summarized and influence the competitive and collaborative 

dynamics and, for each firm, the scope reason of the total number of markets in which the 

company operates. This action enabled the creation of propositions about opportunities 

that arise for firms belonging to a given agreement outside of this alliance making 

possible to measure potential asymmetry between partners as a variable for success of an 

alliance. Also research was conducted about adaptive behavior and processes in alliances 

suggesting that the evolution of certain alliances may be on discret stages that imply on 

environmental discontinued changes (DOZ, 1996). 

For Kenis and Oerlermans (2008) the more simple characterization of an alliance’s end 

is the breaking of the tie. The authors assert that theories that explain networks formation 

may also explain its disruption, although there is less academic researches on the topic 

for a few reasons. First, tie disruption and failure usually are not distinct constructs, 

although there is a difference between the natural termination and the premature end. 

Upon termination, there is the expectation of the end of the alliance since its initial 
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conception, being network only a transitory nature, while the termination premature 

termination due to unforeseen situations. In addition there is the difficulty of analyzing 

networks that remains even without being successful, either by inertia of its actors or high 

exit cost associated with the termination (KENIS; OERLERMANS, 2008). 

There is positive correlation between the level of partners’ embeddedness and the 

likelihood of the tie may not be broken. That is, the higher the level of relationship 

between partners, the greater the likelihood that continue (SEABRIGHT; LEVINTHAL; 

FICHMAN, 1992).   

For Alburgey and Al-Laham (2006) there are four types tie flaws:  

(a) the “tie bridge”, one that connects two components of a network;  

(b) the link dropdown, which occurs between a firm and another firm with high centrality 

from outside its network,  

(c) the intra component ties, which is the link with a network component, and  

(d) the dyad, the relationship between the two companies. 

As the reason of effective ties in relation to the total number of possible ties, the greater 

the probability of a termination of (a) the “tie bridge”, (d) the dyad; (b) the link dropdown. 

However, the probability of termination of components (such as the termination within a 

component of the network) increases as the number of intra component ties. 

Exogenous factors can also impact interorganizational network dynamic, such as nature 

of competition and critical events in the industry, since networks are not static structures 

in which organizations emerge in new alliances, but they are a product of evolution of 

connections among these companies. Therefore, the existence of ties prior to network’s 

existence influence new ties on a loop process. Gulati and Garguilo (1997) suggest that 

in addition to dependence on external resources, which leads companies to cooperate, 

there is a endogenous embeddedness, in which the emerging network progressively 

guides partners choice. In this sense, networks are information repositories (KENIS; 

OERLEMANS, 2008). 

The influence that networks have on companies also varies in accordance with 

information flow that occurs due to the changes within the network (GULATI, 1998). the 

establishment of new ties by agents ‘choice for organizational actors  formalizes 
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information flow, a phenomenon known as interlock directorate. This is defined by 

placing a member of an organization on the board of another organization. These 

intermediaries facilitate collusion, deal with dependencies of firm resources and are used 

to monitor organizational behaviors and to exercise the power (KENIS; OELERMANS, 

2008). 

2.6.4. Performance on alliances  

One of the most relevant difficulties found by the researchers in alliances performance 

studies lies on the obstacles of research, which includes the measurement of the 

performance of the alliance, in addition to the logistical challenge of collecting data in 

sufficient volume for this task. Therefore, it is one of the areas with the greatest potential 

of evolution on strategic network studies. The list of potential candidates to explain the 

alliances’ success is: flexibility in the alliance management, trust building, regular 

exchange of information with partners, constructive management of conflict, constant 

monitoring of the frontiers between the company and the network, managing partners 

expectations, among others (GULATI, 1998). 

An approach for alliances performance notes the reasons for the closure of alliance. 

Among the factors mentioned as reasons to end an alliance, include industry conditions 

and dyadic conditions as concentration rate and growth rate, asymmetry between partners, 

competitive overlap between partners, and characteristics of the initiative as autonomy 

and flexibility (KOGUT, 1989; LEVINTHAL; FICHMAN, 1988, GULATI, 1998). For 

Tsai (2001) performance is related to firm centrality in network, conditioned by 

organization’s size and its capacity to absorb this new knowledge. 

Although these studies have provided important information about networks closure, the 

understanding of networks performance is limited by two factors: First, the study of the 

closure of networks makes no distinction between the natural closure of those occurring 

prematurely. The alliances can also be shut down by the company that entered the network 

has already achieved its objectives in a satisfactory way (GULATI, 1998). Some networks 

may simply adapt to environmental changes, indicating the end of that network to 

beginning of another (MCCUTCHEN; SWAMIDASS; TENG, 2008), while other 

organizations may still be in networks by inertia of its agents or high exit costs. 

In spite of difficulties illustrated above there are several cases of researchers who were 

successful in the study of networks performance, with proxies that assess both the 
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longevity of the alliance as the range of success for the participants. The critical on 

existing research is that, however, few take into account the impact of social networks in 

which the companies participate in network performance (GULATI, 1998). 

There are evidence, however, that firms in networks with embedded ties can present 

superior performance or present it for a longer period of time than those who are not in 

networks (KOGUT, 1989). The duration of the exchange relations is not only influenced 

by changes that occur under the conditions of tasks that are resource dependent, but can 

be dyadic links that lead to a commitment for a greater period than initial expectation 

(LEVINTHAL; FICHMAN, 1988; SEABRIGHT, LEVINTHAL; FICHMAN, 1992). 

As a consequence of networks dynamics for alliances performance, several questions are 

raised about cooperative capabilities. There is evidence that there are systematic 

differences among initial firm knowledge firm to enter the network and the accumulated 

volume of experiences that can affect the relative success of these companies in networks. 

Among them: the correct identification of opportunities and good partnerships, use of 

governance mechanisms, development of shared learning routines, achievement of 

specific investments for the alliance, and to initiate necessary changes while managing 

the expectations of the partner (DOZ, 1996; DYER; SINGH, 1997; BURT, 2009). 

However, there is considerable amount of researches that point out the real potential of 

performance of networks containing embedded organizations in network and its 

justifications (GULATI, 1998).  

2.6.5 Performance consequences for organizations 

If the previous discussion was around alliance performance, here the focus is on each 

embedded organizations’ performance in networks and the consequences of its 

performance for organizations that participate of the network. Since many other factors 

different from alliances, structure may influence organizations’ performance; the 

difficulty in placing the issue from the previous topic is difficult to measure. Thus, known 

studies consider several direct and indirect ways to analyze this relationship (GULATI, 

1998). 

For instance it was studied the effect on the stock market from the public announcement 

of alliances and, since there was a positive reaction from the market it is assumed that 

there is the expectation that this announcement brings a competitive advantage for 

organizations (ANAND; KHANNA, 1997) or, as another attempt to measure firms’ 
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performance, the number of patents registered from the alliance announcement 

(HAGEDOORN; SCHAKENRAAD, 1994). 

Another attempt to isolate one organization’s performance versus its embeddedness in a 

network is through its survival rate (UZZI, 1996; BAUM; CALABRESE; SILVERMAN, 

2000). In these studies, alliances were analyzed to establish vertical form of networks 

with suppliers and key institutions in the environment. The results of these studies suggest 

that these ties are usually beneficial in increasing the probability of survival of firms. 

Nevertheless, there are exceptions as proposed by Mitchell and Singh (1996) in a study 

on consumer goods commercialization, in which companies do not bankrupt or close their 

activities, but are incorporated by other companies as Total Quality Control programs 

implemented in hospital units (WHESTPHAL, SHORTELL, GULATI, 1997). 

The introduction of networks studies in strategic alliances provides valuable insights for 

both social networks in itself, as to strategic alliance studies. The creation of an alliance 

is in itself a strategic action. Besides, the overlapping of alliances may constitutes new 

forms of social network. Using level of embeddedness as a premise, Gulati (1998) affirms 

that the extension to which both partners are socially embedded can influence their future 

behavior and, therefore, alliances success. 

Organizations performance in network can be affected by several factors that may have 

an mediator effect and explain why some networks are more benefitial to its members 

than others. Table 4 presents a framework of five points presented by Gulati (1998), 

critical to the understanding of why companies enter into networks, which partners they 

choose, what form of governance chosen to manage the network, which the performance 

of alliances and the role of alliances in organization’s performance. 

Dyadic and network perspectives in key subjects to strategic alliances 

Research issue Empirical questions Dyadic perspective Network perspective 

1. Alliance 

formation 

Which firms enter  
Alliances?  

Whom do firms choose to 

enter alliances  

Financial and technological 
imperatives that lead firms to 

enter alliances 

Complementarities that lead 
them to choose specific 

partners (e.g., Pfeffer and 

Nowak, 1976a; Mariti and 
Smiley, 1983) 

Social network factors that may 

constrain and also create 

opportunities for firms to 

discover aliance prospects and 

choose specific partners (e.g., 

(KOGUT et al, 1992; GULATI, 

1995; GULATI; 

WHESTPHAL, 1997) 

2. The 

governance of alliances  

Which ex ante influence the 

choice for governance 

structure? 

Transaction costs, 

interdependence, power 

Social networks can mitigate 

attention to ex ante 

expropriation and coordination 
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assimetries (PISANO et al, 

1988; HARRIGAN, 1987) 

costs (ZAJAC; OLSEN, 1993; 

GULATI, 1995; GULATI; 

SINGH, 1997) 

3. The evolution of 

alliances and networks 

Which ex ante factors and 

evolutionary processes 

influence the development of 

individual alliances and 

networks? 

Social and behavioral dynamics 

between partners in alliances 

(RING; VAN DE VEN, 1994; 

DOZ, 1996) 

Social, behavioral and 

competitive dynamics that 

occur across organizational 

boundaries among groups of 

firms in alliances (GULATI, 

GARGUILO, 1997) 

4. 4. The performance of 

alliances  

How should the performance 

of  alliances be measured? 

Which factors influence the 

performance of alliances? 

Examination of terminations as 

alliance failure (KOGUT, 

1988b) 

Partner characteristics and 

evolutionary dynamics that 

affect the success of alliances 

(HARRIGAN, 1986) 

Firm capabilities that enhance 

the success of alliances (DOZ, 

1996; DYER; SINGH, 1997) 

Influence of comembership  of 

partners in social networks on 

the success of their joint 

alliances (LEVINTHAL; 

FICHMAN, 1988; KOGUT, 

1989; ZAHEER et al, 1997; 

GULATI; LAWRENCE, 1997) 

5. Performance 

advantages for firms 

entering alliances 

Do firms receive social and 

economic benefits from their 

alliances? 

Event studies of stock market 

reactions to alliance 

announcements (ANAND; 

KHANNA, 1996) 

Survival of firms entering 

alliances (BAUM; OLIVER, 

1991, 1992) 

Influence of membership  in 

social networks and  relative 

position in the network on the  

performance and survival of 

firms (DYER, 1996; GULATI 

et al, 1997) 

Table 4: Dyadic and network perspectives in key subjects to strategic alliances 

Source: GULATI, 1998 

 

2.7 Trust 

For Adler (2001) there are three typical forms of organization, which have their respective 

coordination mechanisms: market, typically based on the coordinating mechanism 

"price"; hierarchy, typically based on the mechanism "authority", and a third intermediate 

form between market and hierarchy, which the author calls “community”, in which 

governance mechanism is trust. 

Hierarchy uses authority (legitimate power) to create and coordinate horizontal and 

vertical divisions of labor. In the form of hierarchy, knowledge is treated as a scarce 

resource and therefore, concentrates, as well as the rights to decision-making, with 

functional units and high levels of organizational sophistication. As governance model, 

hierarchy is efficient for the development of routine tasks however it presents enormous 

difficulties in generating new knowledge (MINTZBERG; AHLSTRAND; LAMPEL, 

2007). When specialized units are called to collaborate on tasks and usually face 
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unanticipated problems which require new solutions, such as the development of new 

products, hierarchical form gives high managerial levels little leverage to ensure the 

participation of these specialized units (ADLER, 2001).  

In the form of market, competition between anonymous suppliers and buyers operates 

under the mechanism price. With similar products and strong rights to property, the 

dynamics of competition, supply and demand leads to a price at which the social 

satisfaction reaches an optimum Pareto balance. That is, it is not possible to increase the 

well-being of an actor without decreasing the welfare of another. However the market 

system is flawed in optimize production and allocation of knowledge (ADLER, 2011). 

Figure 9 below alternative forms of organization and its preferred forms of governance, 

as proposed by Adler (2011). The higher the level of integration, the organizations are 

closer to hierarchy format and therefore, under the form of governance hierarchy.    

 

Figure 9: Forms of organization and its typical forms of Governance 

Source: Author, based on Adler, 2001 

For Miller (1992) nor organizational forms market and hierarchy nor an intermediate form 

are able to solve the dilemma of choosing between production versus allocation, which 

leads to the search for a "second-best option", which incorporates the notion of tacit 

knowledge, with all the advantages and disadvantages embedded to this form of informal 

knowledge, as the real measurement of a hidden knowledge in main / agent relationship, 

the difficulties related to its materialization without passing through a form of codifiable 

knowledge, such a contract. Adler (2001) calls “community” the organizational 

alternative form that includes different coordination mechanisms price and authority.  
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However, other authors refer to existing forms of market and hierarchical as networks 

(POWELL, 1990). For example, Thorelli (1986) defines networks as "a spectrum of 

arrangements, from weak to strong, from informal transactions to total integration of 

single transactions to internalization of markets" while Gulati (1998) defines strategic 

alliances as "a voluntary arrangement between firms that involves exchanges, sharing or 

development of products, technologies or services." 

As there are many definitions of networks in organizational studies, there are an equal 

number of understandings of what is trust and how it works. This myriad of synonyms 

obscures the nature of trust and unable its real definition. Among the terms confused with 

trust appear cooperation, trust and predictability (MAYER; DAVIS; SCHOORMAN, 

1995, 2007). 

Using trust as relational governance mechanism, Zaheer and Venkatramann (1995) assert 

that trust works as a mechanism to substitute hierarchy as organizational principle or 

coordination mechanism. The concept of trust presented by the authors follows 

Granovetter (1985) when he states that there are significant social components in 

transactions that can be hidden or forgotten in an economic explanation of exchanges. 

Consequently, trust acts as a more efficient mechanism than hierarchy as it reduces cost 

of control or replace these controls that often sound unfeasible due to environmental 

uncertainties. 

The exception to trust as relational governance mechanism is presented by Backmann and 

Zaheer (2006), for whom a relationship that will be governed by trust can be from 

relationships that in its early stages, based on decisions referred calculating, ie those 

where there is risk measurement. This calculative option can be dominant in social 

relationships and business, but leaves space for trust based on experience and the "trust 

based on good will" (BACKMANN; ZAHEER, 2006), condition different from 

uncertainty, in which no scenario can be disregarded and therefore any calculation is 

unfeasible and contracts are of little help. 

Second exception to trust proposed by Bachmann and Zaheer (2006) relates to a single 

transaction. By its very nature, the calculation of risks in a single decision is fairly easy 

to quantify, which favors the calculism over trust. There are also implications of the 

institutional environment on trust. The relationship between institutions and trust 

considers that a strong institutional framework provides a safeguard for trust to be used 
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as collateral guarantee. In this model, trust prevails over the calculism because there is a 

set of general rules and norms in a given business system that minimizes propensity to 

unpredictable behavior (BACKMANN, 2001).  

Coleman (1990) suggests an approach based on rational choice. This approach aims to 

combine calculism with trust, the second although present, with a little less relevancy. On 

the rational choice approach, all choices of social actors follow the same pattern and 

behavior can be predicted and described by the following equation: p/(1-p) > or < L/G 

where p is the probability that the trustee (the one that is trusted) behaves reliably. “L” is 

the potential loss if this expected behavior does not occur and G is the potential gain for 

the trustor (the one that trusts) if the trustee acts reciprocally. If p / (1-p) is greater than L 

/ G, it is assumed that the trustor is willing to invest in the future behavior of the trusted. 

If p / (1-p) is less than L / G, then the potential trustor will refrain from relying on the 

trustee. 

 Expected results for the trustor 

p/(1-p) > L/G Trustor is willing to invest in the trustee 

P(1-p) < L/G Potential trustor will refrain from relying on the potential 

trustee 

Table 5: Expected results for the trustor 

Source: The author, based on Coleman (1990) 

For Coleman (1990) even the existence of components for institutional arrangements that 

influence trustee's behavior are parameters within the mathematical equation proposed 

above, not variables taken as embedded as proposed by Granovetter (1985). 

Trust between firms is defined as "confidence that a partner will not exploit the 

vulnerabilities of the other" (BARNEY; HANSEN, 1994). Similar definition is used by 

Mayer, Davis and Schoorman (1995) for whom trust is "the predisposition of being 

vulnerable to the actions of another party based on the expectation that the other will 

perform a particular action important to the trustor "regardless of the ability to monitor or 

control the other party." For Thorelli (1986) trust is based on power and influence, and 

defined as follows: 

While solidly based in the past, trust is really a concept oriented to the future. Can be defined as an 

assumption or reliance on the A or B that are a problem in filling their implicit or explicit transactional 

obligations, B can be considered to do what The do if the B resources were at the disposal of A. Trust (such 

as brand or reputation) is important in marketing as well as in politics. 
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Cooperation can not be confused with trust because trust is not a necessary condition for 

occurrence of cooperation, since this does not necessarily put one part at risk. The authors 

above propose a situation where cooperation emerges from a powerful manager who 

creates expectation of punishment for officials who act with interest by the needs or 

expectations of a third employee. This third employee will work due to the lack of 

perceived risk. This means that cooperation occurred even without trust. That is, the 

existence of an external control mechanism that will punish the agent with questionable 

behavior led to cooperation, not trust itself. 

Cook and Wall (1980) define trust as "the extent to which an actor is willing to attribute 

good intentions to and have confidence in the words and actions of others." This leads us 

to argue that there is a difference between the definition of confidence and trust. Luhmann 

(1988) explains this difference by asserting that although the two concepts (confidence 

and trust) relate to expectations that can lead to disappointment, trust presupposes a prior 

engagement, recognition and acceptance of risk, with the difference between trust and 

confidence rising in the perception and attribution. If certain organizational actor does not 

consider other alternatives, this actor is in a trust situation. If the decision-making by the 

same actor is considering the possibility of being disappointed with the attitude of others, 

then this actor is in trust situation (MAYER, DAVIS; SCHOORMAN, 1995). 

Predictability also presents an ambiguous vision. Although both concepts (predictability 

and trust) are made of expectations in relation to the attitudes of a third party, the existence 

of predictability is insufficient to make that party more likely to take risks. Predictability 

can be thought of as an influencer of cooperation. So, to expect certain positive behavior, 

there is a predisposition to cooperate with that person. However, this predictability can 

be from strong external controls and not an intrinsic propensity to collaborate (MAYER, 

DAVIS; SCHOORMAN, 1995). 

Adler (2001) recognizes four dimensions and fourteen components of trust. The three 

trust sources cited by the author are: First, familiarity by means of repeated interactions 

can lead to trust. Interests can generate a form of calculative trust based on cost-benefit 

relation that generates confidence and the third one based on rules that force 

predictability. One can also distinguish a range of weaker forms of trust based on 

predictability offered to other behavioral actors for their adherence to any standard or 

rules, to more solid forms of trust based on the estimative of organizational actors with 

whom they share norms that privilege trustworthiness. Empirically, all three trust sources 
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are important in the real business world, but it is rare to appear alone, without merging 

them. 

Coleman (1990) proposes three mechanisms by which trust is generated. Trust can be 

generated from interpersonal relationships, the reputation built by networks contacts, and 

the understanding of how institutions shape the values and behavior of the actors. Here 

also trust sources are complementary rather than substitutes, with a tendency to merge. 

Adler (2001) also reinforces the existence of three generic trust objects. Trust can be to a 

person, to an impersonal system or to the community. And finally there are four features 

of these objects, which appear in the literature as trust basis. Among them are the 

consistency of the other party, which Mayer, Davis and Schoorman (1995) nominates 

skill, competence, benevolence (or loyalty), honesty and openness. 

Dimensions and Components of Trust 

DIMENSIONS  COMPONENTS  

Sources  Familiarity through repeated interaction 

 calculation based on interests 

 norms that create predictability and trustworthiness 

Mechanisms  direct interpersonal contact 

 reputation 

 institutional context 

Objects  individuals 

 systems 

 collectivities 

Bases  consistency, contractual trust 

 competence 

 benevolence, loyalty, concern, goodwill, fiduciary trust 

 honesty, integrity 

 openness 

Table 6: Trust - Dimensions and components 

Fonte: Adler, 2001 

 

Although trust is a multifaceted phenomenon, the complementarity between the 

components of Figure 20 above and its components provide a very effective coordination 
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mechanism. The trust is therefore a third coordination mechanism combined with various 

degrees of price and authority be extremely helpful (ADLER, 2001). 

This view, however, is not dominant in the strategy literature. Williamson (1991) there 

are two concrete alternatives: market and hierarchy and the conclusion that intermediate 

stages are only a mere shift from one system to another. Ouchi (1980) includes trust, but 

does not agree with the view of the trust is a third coordination mechanism. 

 

Alternative Conceptualizations of Organizational 

Modes and Hybrids 

 Market/price Hierarchy/authority 

 

1.Williamson 

 

  

2. Zenger/Hesterly  

 

 

3. Ouchi 

 

 

 

 

 

 

 

 

 

4. Adler 

 

Figure 10 Alternative Conceptualizations of Organizational Modes and Hybrids 

Source: Adler, 2001 

The three-dimensional model proposed by Adler (2001) has the advantage of considering 

consider various modes with different settings. In the absence of trust, market 

coordination mechanism becomes the dominant form through price mechanism. Trust can 

Market/price 

Comunity/trust 

Comunity/trust 

market/price 

Hierarchy/authority 

Hierarchy/authority 
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be combined with price mechanism in the form of relational contracts and sales-client 

partnerships that go beyond specific contractual relations. Trust also appears in simplified 

form in hierarchical structures called by colloquial and derogatory "bureaucracy" 

(ADLER, 2001). Also in the "representative" types, "dynamic" and hierarchical. 

There is also in literature the presence of relationships between market and hierarchy, for 

example when there are mixed incentives and typically common authority in relations 

between employees, divisions and subsidiaries of large firms, and their relationship to 

their suppliers. Adler (2001) proposes a few typology of institutional forms, as described 

in figure 11 below, based on the importance of hierarchical or market relations and its 

relation with the existence of higher or lower relevance of trust. 

 

Figure 11: A typology of institutional forms 

Source: ADLER, 2001 

 

For Adler (2001) the several corporate and business settings arising in contemporary 

capitalist environment can be distributed in typologies that reflects "macro societal level" 

(p. 230). Trust becomes the dominant governance mechanism within organizations when 

the broad participatory governance and controls necessarily replaces the autocratic 

governance and central control - although the coordination mechanism in the hierarchy 

format remains present in large corporations. In this scenario trust becomes the dominant 

governance mechanism among organizations, comprehensive planning, nevertheless 

democratic planning should replace competitive market as a coordination mechanism. 

Thus, if capitalism can be described as a form of society characterized by wages 
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(hierarchically controlled) and competitive market, this new society where the main 

governance mechanism is the trust can be qualified as post-capitalism. 

Unlike other models as the proposed by Huang and Wilkinson (2014), which considers 

trust as a dynamic model for a specific case, the model presented by Mayer, Davis and 

Schoorman (1995) appears more appropriate to consider trust in a generic organizational 

setting in which there are two specific parts: the trustor, who deposits confidence or 

expectation of a certain behavior, and the trustee, who will receive the trust or to satisfy 

the expectation of behavior deposited by the trustor. Thus, the establishment of these 

boundaries enables the understanding of the specific conditions of each organizational 

actor and the reasons why a trustor must develop trust with a trustee. 

Some people or organizational actors have a greater tendency to develop trust than others. 

Authors who share this view consider trust as a trait that leads to widespread expectations 

about the confidence level (trustworthiness) in relation to third parties. In the model 

shown in Figure 15, this variable is presented as "propensity to trust”, defined as 

willingness to trust others. This propensity influence how much trust the trustor will last 

trustee before particular actor be available (MAYER, DAVIS; SCHOORMAN, 1995), 

and this tendency is different by level of development of the previous experiences of the 

person, personality traits and cultural background (HOFSTEDE, 1980). 

The propensity to trust may contribute to explain the trust variation is used as a part of a 

larger set of variables. Although the trust understanding demand consider the propensity 

to trust the trustor, a certain trustor may have varying levels of trust for various trustees 

(MAYER, DAVIS; SCHOORMAN, 1995; 2007). 

A trustee can present several features related to trustworthiness. One approach that allows 

the assessment by which a particular agent will have a higher or lower trustworthiness is 

through the consideration of its attributes. For Mayer, Davis and Schoorman (1995, 2007) 

three characteristics are recurrent in studies evaluating the attributes of trustees (those 

who deposits the trust): ability, benevolence and integrity. 

Ability is defined as the group of gifts, skills, and characteristics that enable that particular 

party has influence on a specific domain. This domain is necessarily specific because that 

power can be, for example, high to a specific technical area, but be deficient in attitude, 

training or experience in another area as interpersonal communication. Benevolence is 

defined as the extent to which a trustee is interested in doing good to the trustor, beyond 
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egocentric reasons such as personal profit. The integrity involves perception of trustor the 

trustee adheres to a set of principles that trustor believed to be acceptable. Therefore, if 

the trustee has a number of principles that are not acceptable to the trustor, the trustee can 

not be considered possessor of integrity in their purposes. This analysis made by the 

trustor takes into account the consistency of the trustee's actions in the past, the belief in 

the sense of justice, and the extent to which trustee's actions are consistent with its word. 

Although there are different reasons for integrity be perceived as high or low, in assessing 

the level of reliability (trustworthiness) which really matter what level of integrity, rather 

than assess how this perception is reached (MAYER, DAVIS; SCHOORMAN, 1995, 

2007). 

The existence of three variables (ability, benevolence and integrity) implies that they may 

vary independently of the others. This does not mean that the three are not related to each 

other, it only states that they are distinct. If the three variables are considered high, the 

trustee may be considered worthy of a high level of confidence. But these three variables 

must be seen on a continuum, and there may be variation in the relationship held between 

the trustor and the trustee. These three variables are mediated by the propensity to trust 

expressed by the trustor. This propensity believes that people have different experience 

levels, personality traits and cultural history that have the ability to influence it (MAYER, 

DAVIS; SCHOORMAN, 2007) 

As trustor’s evaluation is based on his or her perception, he or she must consider the level 

of risk to which it is willing to invest in that relationship (MAYER, DAVIS; 

SCHOORMAN, 1995). The risk does not lies in propensity to be vulnerable, but it is 

inherent to the behavior manifested to the propensity to be vulnerable. In other words, 

risk is not necessary for the existence of trust, but it is necessary that the trustor presents 

such propensity. This tendency is even more impressive in a first relationship in which 

there is no historical relationship with the trustee. For Mayer, Davis and Schoorman 

(1995) this tendency is stable over time, changed only by perceptions about the trustee’s 

ability, benevolence and integrity. 

The first consequence of the integrated model of organizational trust proposed by Mayer, 

Davis and Schoormann (1995) is risk taking in relationships. For this new variable, one 

can distinguish any trace related to effect of trustor to the trustee as well. To measure the 

risk takes into account the context, such as the consideration of positive or negative results 

that might occur (COLEMAN, 1990). If there is, for example the hope of a loss associated 
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with a positive result, the aggregate risk for having a different level of a second alternative 

with negative results. Thus, the probability of success in a given situation will affect the 

interpretation of involved risk. Risk can be defined as a characteristic of decisions which 

is defined as "the extent to which there is uncertainty about potential or significant adverse 

outcomes of decision to be made" (SITKIN; PABLO, 1992). In the proposed model 

(Figure 12) it is represented by the risk-taking in relationships. Therefore, the result of 

presented trust will affect the trustor’s following decisions and have the capacity to 

change the factors on the trust level received by the trustee. 

 

Figure 12: Proposed model of trust 

Source: Mayer, Davis and Schoormann, 1995 

 

In sum, by the reviewed literature presented above, it is possible to point out that since 

Ancient Greek sports organizations drive its resources to increase the cities’ relevance 

and reputation by achieving superior sports performance. The best arrangement to acquire 

this resources might not be by internalization of its activities, more than this, by the best 

suitable arrangement of its internal capacities vis a vis the acquisition of resources from 

third parties (ex ante factors). Aiming to acquire specific resources, organizations arrange 

their activities to fulfill alliance with strategic partners. Of course there are concerns about 

type of possible arrangements or governance available for partners and specific assets that 

are interesting for an organization, the duration of the agreement, performance 

measurement, the possible causes of its end, and the expectancy of a better positioning 

after the alliance or network arrangement. The importance of social networks relies on its 

capacity to mitigate attention to ex ante expropriation and coordination costs, and 



86 

 

therefore, builds trust. Trust appears as the most adequate coordination mechanism for 

environments surrounded by uncertainty by its own nature, as sports environment. Since 

trust is based on partners perception and environmental expectancy, both formal and 

informal institutional environment molds and constrain organizations activities.  

 

3 METHODOLOGY 

To answer the research question a case study was carried on field research to answer: 

How does a Brazilian sports organization improve its sporting and economic performance 

through its strategic network vis a vis becoming a global player? 

In this chapter it will be described the methodological approach used in this study during 

the case study on internationalization of Sport Club Corinthians Paulista. Based on this 

objective, it will be described the method of research and will be held details of the 

techniques used for collection, interpretation and analysis of data (EISENHARDT, 1989; 

BARDIN, 2010; GODOY, 2010; YIN, 2010). 

In the conceptual model proposed by Lima (2010), research starts on macro for micro 

environment, describing visually all stages of the methodological approach chosen by the 

researcher.  

First it is defined the epistemological approach, which will guide the research. The 

epistemological paradigms are mutually exclusive and define the approach taken by the 

researcher to the research question (CAMARGO, 2012). 

After this definition, the researcher must point if qualitative, quantitative or mixed 

approach will be followed, as proposed by Creswell (2010). Since the goal of this research 

is to investigate a phenomenon by the opinion of the respondents, it was chosen 

qualitative approach (AUERBACH & SILVERSTEIN, 2003; KNOX & BURKARD, 

2009). 

Due to its flexibility and explain the context of certain phenomena instead of the 

relationship between variables (Merriam 1988) this research is described as case study. 

Among the many possible types of research we opted for the field research, literature and 

documents review as. The case was chosen for trial, and the collection technique was by 

in-depth interviews as proposed by Kvale (2010). Since the data processing technique 
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was relational content analysis (CARLEY, 1993). Thus completes the methodological 

approach as is represented in figure 12 below adapted Lima (2010). 

 

Figure 13: Methodological approach 

Source: Author, based on Lima (2010) 

 

3.1 Functionalist epistemology 

In order to better understand the organizational phenomenon within the business area, 

organizational studies present four different types of visions or paradigms keys based on 

different sets of meta-theoretical assumptions about the nature of social science and the 

nature of society: Functionalist, Interpretive, Radical Humanist and Radical Structuralist 

(BURRELL; MORGAN, 1979). These paradigms are mutually exclusive, positioned in 

their own field and generating its own distinctive analysis of social life. This assumption 

places the researcher on the methodology of their research as shown on figure below. 

EPISTEMOLOGY: Funcionalist

RESEARCH APPROACH: Qualitative

METHOD: Single case study

TYPE OF RESEARCHE: field, bibliographic 
and documental

Case study criteria: purposeful 
selection

Data gathering: Semi 
structured interviews

Data Treatment 

Technique: 

Content 

Analysis
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Figure 14: Theories within the four paradigms 

Source: BURRELL; MORGAN, 1979 

The choice of approach can be interpreted as the existence of boundaries between the 

methodologies, but to the fact that the researcher need to respond to its research project, 

combining the available methodological resources (CAMARGO, 2012). 

The functionalist approach tends to assume that empirical artifacts mold social world, 

enabling the identification, study and measurement of relatively concrete and 

relationships, using approaches derived from natural sciences (BURRELL AND 

MORGAN, 1979, p. 19). 

This research option was the functionalist approach, since its goal is to understand within 

a business environment the effects of the institutional environment and strategic networks 

on a nonprofit sports organization.  

3.2. Qualitative approach  

Creswell (2010) lists three possible paths to investigation strategies. They can be 

quantitative, qualitative or when the use of the two strategies can be implanted, the mixed 

method. 

Quantitative Qualitative Mixed Methods 

 Experimental projects 

 Nonexperimental projects, 

such as, sampling 

 Narratives 

 Phenomenological 

 Ethnographic 

 Sequential 

 Simultaneous 

 Transformator 
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 Theories based on reality 

 Case Studies  

Table 7: Alternative investigation strategies 

Source: Creswell, 2010 

 

The quantitative approach is present in investigations through experimental designs and 

statistical surveys in order to quantify data and generalize the results to a target variable 

using representative samples, structured data collection and statistical analysis (GODOY, 

2010).  

In qualitative approaches, the research starts with questions or wide foci that are defined 

to the extent that studies advance (GODOY, 2010). The research aims to investigate a 

phenomenon in the opinion of respondents, that is, to learn the meaning of events and 

situations where individuals are (or were) protagonists (AUERBACH & SILVERSTEIN, 

2003; KNOX & BURKARD, 2009). 

In mixed method, which emerged in the last decade of the twentieth century, not yet so 

frequent as the most traditional qualitative or quantitative researches, both approaches are 

used multiple methods in sequence, in which researchers try to develop or expand the 

results of a method to another method. At the same time, the researcher converges 

quantitative and qualitative data in order to get a comprehensive analysis of the research 

problem and transformative, the researcher uses a theoretical lens as an integrative 

perspective in a project that contains quantitative and qualitative data (CRESWELL, 

2010). 

In this study, therefore, as the purpose of the data collection was to learn the opinion of 

protagonists about Corinthians internationalization process, it was decided to carry out 

the qualitative approach. 

3.3. Case Study 

The qualitative research used in this research was supported in the case study method. 

This proves the most appropriate method depending on the allowed flexibility and depth 

(Eisenhardt, 1989), guaranteeing the search for understanding of a particular 

contemporary case in its idiosyncrasy and its complexity (STAKE, 2007) to explore 

processes, activities and events (CRESWELL, 2010). 



90 

 

Accordingly to Stake (2007) the choice of the case study says much more a methodology 

that an object of study. Merriam (1988) agree to say that a case study denotes more the 

author's interest in understanding social processes that occur in a given context that the 

relationship between variables, such as in a quantitative research. Case studies typically 

combine data collection methods such as files, interviews, questionnaires and 

observations, and the evidence may be qualitative (e.g., words), quantitative (numbers) 

or both. 

The intensive case study enables the researcher to discover relationships that would not 

or could not be identified otherwise, since the analysis and inferences are made by 

analogy, mainly responding to questions about "how" and "why" (YIN, 2010).  

Flyvbjerg (2006) extends this view and states that case study is useful both for generating 

and testing hypotheses, however not limited to these research activities alone. The main 

criticism about generalization in case studies is that it is context-dependent, therefore 

ungeneralizable. Flyvberg (2006) argues that the objective of a qualitative research is not 

to replace quantitative knowing, and all social sciences studies might be considered 

context-dependent. 

Creswell (2010) defines three types of research on case studies: exploratory, descriptive 

and explanatory or causal. The first allows "greater understanding of a relatively 

unexplored phenomenon and its results generate hypotheses that can be validated in future 

research." Nevertheless, the descriptive method emphasizes the characteristics of 

situations and context in which each occurs. Although not guided by hypothesis, as the 

exploratory method it can support future research. In the explanatory or causal method 

the researcher aims to verify the variables that are cause and effect of a given 

phenomenon, and allows generalizations. 

Since the goal is to answer the "how" was the internationalization of the Corinthians and 

"why" it occurs, the exploratory case method appears as the appropriate method. 

Eisenhardt (1989) identifies the following steps of a case study: Getting Started, Selecting 

cases, crafting instruments and protocol, entering the field, analyzing data, shaping 

hypothesis, enfolding literature and reaching closure. 

First it was defined the research question (the effects of the institutional environment and 

strategic networks on a nonprofit sports organization) and then set up a specific 
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population - the actors responsible for decision-making within the Corinthians institution 

purposeful selection (SURI, 2001; Marshall 1996). 

After, topics were defined for data collection. In this way, reinforce the theoretical bases 

for the synergy of evidence and feeds divergent perspectives for strengthening reasons. 

The fourth step is effectively the entry in the search field with flexible and efficient search 

methods. The main used collect technique was conducting in-depth semi structured 

interviews with protagonists of Corinthians and some of its partners. 

Along with collecting data through interviews, via data triangulation was performed with 

secondary data sources such as articles in newspapers and websites, as well as internal 

reports of Corinthians and their business partners. These are complementary to other 

sources of evidence, used as a source of reliability on surveys of interviews by the 

triangulation method, according to Stake (2007). Triangulation appears as appropriate 

method for studies aimed at describing phenomena, at the same time explore, and 

describe, by the involvement of traditional research techniques such as interviews and 

questionnaires (TEIXEIRA, NASCIMENTO E ANTONIALLI, 2013). 

3.4 Search Type: Field, literature and documents. 

The main used data gathering technique was the conduction of in-depth semi-structured 

interviews with protagonists of organizations as presented in Table 08. These interviews 

were conducted by non-structured and open questions in number in order to elicit views 

and opinions of respondents (Creswell , 2010). Although Sierra (1998) set the interview 

that there is a predetermined theme to guide the conversation as "focused interview" 

Godoi et al (2006) sees no incompatibility between this definition and the centering of 

the interview on a single theme. Also points out the premises for the interview validation, 

as the existence of explicit expectations, the incentive to speak by the interviewer, without 

contradicting the respondent and the obligation of the interviewer keep the conversation. 

The interviews were arranged as free conversational interview around a theme with 

executives of marketing and communication of the Corinthians, sports industry 

journalists and some of its multinational business partner. The interviews content was 

defined by presence of questions in the contexts and the natural course of the interaction, 

without a prediction questions or reactions to them (GODOI et al, 2006). 
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3.4.1. Field research - Interviews 

In the figure below it is presented the interviewees, divided into three groups: Corinthians 

employees, journalists who work covering the club on daily basis or that are sport 

business experts, and executives from multinational companies that are Corinthians’ 

partners. 

The total time of recorded interviews over 12 hours and 45 minutes of recording time and 

170 transcribed pages. Since football is a topic that sometimes generates heated debates, 

before final utilization, all interviews were transcripted and sent to evaluation of 

interviewees. 

Interviewee Job Title Date 
Duration 
(minutes) 

Total of 
pages 
transcribed 

Corinthians 

1 Marketing Vice President 23/04/2015 64:00 11 

2 Commercial Manager 06/07/2015 43:04 10 

3 Marketing Manager (From 2007 to 2015) 06/07/2015 55:01 14 

4 Marketing Manager (From 2015 to 2016) 03/09/2016 84:35 17 

5 Social Media Manager 19/08/2015 52:40 16 

6 Financial Vice President 09/09/2016 96:00 17 

Journalists 

7 Editor (Maquina do Esporte) 13/05/2015 37:04 9 

8 Journalist (UOL) 27/05/2015 53:15 12 

9 Journalist (GLOBO.COM) 12/05/2015 27:18 6 

10 Journalist (ESPN) 01/09/2016 62:23 13 

11 Journalist (Rádio Bandeirantes) 01/09/2016 31:15 7 

Commercial Partners 

12 Licensing Company Vice President  (K) 07/10/2015 38:27 9 

13 Sports Goods Football Manager (N) 15/09/2015 49:30 12 

14 Sponsor Football Manager (A) 03/09/2015 47:06 11 

15 Paid TV Broadcasting Partner (G) 18/09/2016 24:00  6 

 
Total   765:38 170 

Table 8: Interviewees 

Source: Author 

 

3.4.2. Validity and confiability 

 Along with the interviews, for validity and confiability secondary data sources were 

collected for triangulation. Triangulation appears as appropriate method for studies aimed 

at describing phenomena, at the same time that explores and describes, held by the 
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involvement of already traditional research techniques such as interviews and 

questionnaires (TEIXEIRA, NASCIMENTO E ANTONIALLI, 2013). 

Due to necessity to contextualize the Brazilian football environment, field data and review 

the documentation produced in respect of the study period, the choice for research types 

were bibliographical, documental and field. Bibliographical and documental research 

helped to construct the validation and confiability. As secondary data sources for this 

research are cited articles in newspapers and internet portals, as well as internal reports 

of Corinthians and their business partners. Examples of secondary sources of data: 

 Corinthians Sustainability Annual Reports (Edition: 2012, 2013 and 2014 and 

2015) 

 Sports industry-specific reports from BDO RCS Brazil, Deloitte and AT Kearney, 

 Reports of entities Federação Paulista de Futebol (FPF), Brazilian Football 

Confederation (CBF), Confederación Sudamericana de Futbol (CONMEBOL), 

Federation International Footbal Association (FIFA) and the International Centre 

for Sports Studies (CIES), a joint venture between FIFA and the University of 

Neuchâtel for creation of studies about sports as an industry, and also 

 News from the websites of the federations and their business partners, websites 

specializing in sport business as Máquina do Esporte, Times, BBC, Forbes 

Magazine, among others. 

Since football is the most popular sport in Brazil, and Corinthians the second biggest club 

in quantity of supporters it was necessary to be selective about news searched. We 

discarded fan blogs, humor sites and betting pages, and conducted searches related to 

Corinthians, its accomplishments, and some of its international players such as Ronaldo, 

Zizao, Alexandre Pato and also related to its partners as Nike, for example. The amount 

of entries is related below: 

 

Term1 Quantity of entries 

“Corinthians” 65,500,000 

“Corinthians” + “World Champion” 6.500,000 

“Corinthians” + “Champion” 650,000 

“Corinthians” + “Ronaldo” 484,000 

                                                 
1 All searches were conducted in Portuguese and translated for this project. 
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“Corinthians” + “Zizao” 46,100 

“Corinthians” + “Alexandre Pato” 372,000 

“Corinthians” + “Adriano” 425,000 

“Corinthians” + “Roberto Carlos” 392,000 

“Corinthians” + “International” 24,000 

“Corinthians” + “Management” 552,000 

“Corinthians” + “Branding” 338,000 

“Corinthians” + “Exporting” 600,000 

“Corinthians” + “Nike”  442,000 

Table 9: Entries by term 

Source: Author, using google 

The most important media companies or those who are specialized in sports industry were 

searched as sources for secondary data and are presented in the beginning of Data 

Analysis Section.  

 

3.4. Case study criteria  

 

As this study aims to analyze the influence of the institutional environment and networks 

in the internationalization of a nonprofit sports organization, the following selection 

criteria were adopted: 

 

• Brazilian clubs;  

• Relevant clubs, in aspects such as fan base size, revenues, titles won or brand value;  

• Clubs that have acquired of federative rights of international reputation of athletes;  

• Clubs with a recent history of international conquests; 

• Clubs that have expressed explicitly, through the media and reports to its stakeholders, 

desire to explore markets beyond the domestic;  

• Clubs accessible to bibliographic and field research. 

 

Although it seems relevant to most Brazilian clubs, Sport Club Corinthians Paulista 

showed representative in the six factors. 

Corinthians is a football team from the city of São Paulo. Founded in 1910, joined the 

local football federation Federação Paulista de Futebol, this affiliated with the Brazilian 

Football Confederation (CBF), this affiliated to FIFA. These entities have institutional 

powers of the competition regulations and marketing of some entities. 
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Under professional administration since the early 2000s, Corinthians has a supply 

contract and marketing of sports equipment with north american Nike, broadcasting by 

Globo TV, sponsorship of spanish Estrella Galicia, Caixa Economica Federal, Inbev, 106 

units of the football franchise "Chute Initial ", about 100 franchised stores "Todo 

Poderoso", and partnerships with NGOs such as AACD, and other specific actions as Pink 

October, Blue November, campaigns against racism, etc ( CORINTHIANS, 2014). 

It was 27 times Paulista Champion, 3 times champion of the Copa do Brasil and 6 titles 

of Brazilian Championship. In addition, it was 2012 World Champion and Copa 

Libertadores da America (South American Championship). Its sustainability report 

(CORINTHIANS, 2014) explicates: 

"Corinthians follows its ten-year strategic plan, beginning in 2010: to be most recognized club and 

more powerful in the world and have the best-known brand, the best players and the highest 

income, with a project committed to structure a competitive team, maintaining and increasing its 

wealth." 

 

Among the top players who recently wore Corinthians’ jersey that have international 

relevance stand out striker Ronaldo Nazario de Lima, Brazilian top scorer in World Cups 

and three-time best player in the world; Adriano, nicknamed "Emperor" by Italian press, 

Roberto Carlos, third best player in the world in 2003, and Alexandre Pato. It was the first 

Brazilian team to have in its crew a Chinese player, Chen Zhi Zhao, the "Zizao", hired in 

2012 (CORINTHIANS, 2012; CORINTHIANS, 2014). 

Corinthians is also shareholder of the stadium used for the opening and semifinal of the 

FIFA World Cup 2014, investment made possible by the specific purpose entity (SPE) " 

Arena Itaquera SA" with funding from the Programa Pró-Copa Arenas (CORINTHIANS, 

2014). It also has a brand value of US $ 551.7 million in a study that considers brand 

value, recent investments, financial reporting, cost of players and stadia. It is enough to 

be the most valuable club in Americas, ahead of north americans as Red Bull FC and LA 

Galaxy, plus the Mexican Chivas Guadalajara and America, but far below the biggest 

club worldwide value in the same ranking, the Real Madrid, equivalent to US $ 3.26 

billion (PÉREZ, 2015). 

3.5 Collection Technique: In-depth interviews 

 

For the collection of primary data was carried out in-depth interviews, presented in Table 

1. These interviews were conducted by open and non-structured questions, in small 

numbers in order to elicit views and opinions of respondents (CRESWELL, 2010). 
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Although Sierra (1998) set the interview that there is a predetermined theme to guide the 

conversation as "focused interview" Godoi et al (2006) sees no incompatibility between 

this definition and interview focus on a single theme. In addition, they point out the 

premises for the interview validation, as the existence of explicit expectations, the 

incentive to speak by the interviewer, without contradicting the respondent and the 

obligation of the interviewer keep the conversation. Regarding the modalities used the 

free conversational interview around a theme defined by the emergence of questions in 

context and in the natural course of the interaction, without a prediction questions or 

reactions to them (Kvale, 2009). Although the questions were open and not structured, 

some topics for directing interviews were defined, as stated below. 

 

 

Subject Codes searched in interviews References 

Club’s relevance, fan base size, 

brand value as key factor for 

contracts. 

Partnerships, search for resources 

and / or inputs; technology; scale 

and similarity companies 

Levin, 1998 

Garcia‐Pont & Nohria, 2002 

International reputation players 

importance in the cast team 

proprietary resources (valuable 

and inimitable); network that 

provides access to resources and 

organizations' relationship with 

others 

Barney, 1991,  

Barney, 2001 

Importance of national and 

international titles in positioning 

the club 

Hierarchy and markets, 

transaction history; knowledge 

based trust; risk and cost 

reduction. 

Tarsitano & Navacinsk, 

2004 

Matzler, Grabner-Kräuter, & 

Bidmon, 2006 

Choose trading partner and 

relationships. 

long-term contracts, deterrence-

based trust and changes and 

developments in the networks. 

Garcia‐Pont & Nohria, 2002 

Resource acquisition, previous 

relationships with other partners 

Social capital Adler, 2001 

Relationship with CBF, FPF, 

CONMEBOL e FIFA 

Relationship with formal 

institutions  

Bachmann, 2001 

Relationship  with fans, press, 

football players union 

Relationship with informal 

entities  

Peng, 2002 

Table 10: Categorization matrix - Codes and References 

Source: Author 

 

3.6 Data Treatment Technique: Content Analysis 

 

Although Godoy (1995) understand that the origins of content analysis refers to the forms 

of oral and written communication, Bardin (1994) sees that it is necessary to take into 

consideration qualitative studies the presence or absence of a given feature content or a 

set of features in a given message fragment. Due to its characteristics, the content analysis 
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it is for the social researcher trying to understand and reveal the lines in the speeches of 

the actors, as they are not only information processors, not mere carriers of ideologies 

and collective beliefs, but active thinkers who are by innumerable daily episodes of social 

interaction. (SILVA et al, 2011). 

Bardin (2009) defines content analysis as a set of communication analysis techniques that 

aims to obtain indicators to infer knowledge about the conditions of production and 

reception of these posts through systematic procedures and content of the messages 

description of objectives.  

In the classic formulation "Who says what to whom with what effect?”, content analysis 

is a technique that emphasizes the quantification of "WHAT" (LASSWELL, 1968), 

understood as the quantification of occurrences of the research content (ROSSI, 

SERRALVO, JOÃO, 2014). 

There are two general categories of quantitative content analysis: The conceptual analysis 

and relational (BUSCH et al, 1994). In designing a concept chosen for the examination 

and analysis involves quantification or marking. (ROSSI, SERRALVO, John, 2014). This 

article addresses the question of the relationship between concepts identified (ROSSI, 

SERRALVO, JOÃO, 2014). 

 

3.7 Conceptual content analysis 

In the conceptual content analysis technique, the first step it defining the research question 

and sample choices. This step was presented it topics 1.1 (Research problem) and 3.4.1 

(Interviews). After that, the researcher must encode the text into content categories, the 

method consisting in selective reduction (PALMQUIST, CARLEY e DALE, 1997). 

The researcher must then establish the level of analysis that can be coding of a single 

word or set of words or phrases. Then he or she defines how many different concepts 

should be coded if all possible constructs or only those that can be considered most 

relevant to answer the research question, including the decision whether new categories 

may emerge due to its importance in the final result.  

After defining the concepts chosen for encoding, the researcher must decide whether 

accounts for its existence or its frequency. 

When deciding for existence, the researcher merely quantifying each single time that term 

appears in the text in analysis, which provides a very limited analysis perspective. On the 

other hand, accounting the code chosen can often shows the importance of that code. 

After quantifying them, the researcher decides how the distinction between codes will be 
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made if certain code has the same or different meaning, which goes beyond the semantic 

differences (CORBIN; STRAUSS, 1990). 

The next step is the development of rules for encoding texts, ensuring that they are 

encoded consistently throughout the text, avoiding which are present in more than one 

category. The encoding can be made manually or using a specific software. This research 

was coded using the software QSR NVIVO 10 for Windows™ (Nvivo) hosted in ESPM 

laboratories.  

Nvivo is a software for data analysis in several fields including social sciences, human 

sciences, among others. There are minimum restrictions to the usage of NVivo regarding 

methodologies (for instance, quantitative analysis) and ways to collect data for the 

research. NVivo has several advantages and between them the ability to operate and 

grouping a plurality of data have something in common (BAUER; GASKELL, 2002). 

However encoding with the use of software has the advantage of automating the process, 

but is dependent of a previous stage of preparation and construction of categories. Using 

Nvivo, it was done a pre-codification, identifying relevant areas for research which led to 

the clustering of categories and sub-categories, which correspond to variables whose 

force can be translated by the frequency with which they occur in the text (BARDIN, 

2004). 

The next decision of the researcher is to ignore information that can be considered 

irrelevant, or re-evaluate the encoding scheme. After this step comes the analysis itself. 

The method of conceptual content analysis is therefore limited to quantification, which 

reduces the generalizability, whereas researchers have a minimum range of possibilities 

to extend the analysis (ROSSI; SERRALVO; JOÃO, 2014). 

 

3.8 Relational content analysis 

 

Relational content analysis begins in a similar process that relational content analysis. 

Nevertheless, the difference goes beyond concepts identification, since it is concerned 

with exploring the relationship between the identified concepts. In the similar definition, 

Palmquist, Carley and Dale (1997) call it semantic analysis, in which the emphasis is on 

searching for semantic relations or results. 

This type of analysis allows two approaches: linguistic and cognitive. In linguistic 

analysis, the unit of analysis is a phrase or statement and fragments of speech to establish 
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a representation matrix, as coding a text in sentences and parts of speech in order to 

establish a categorization matrix (CARLEY, 1993). 

In cognitive approach the encoding process is constructed by decision maps and mental 

models. Decision maps aim to represent relationships between ideas, beliefs, attitudes and 

information available to an author when deciding on a text, while mental models are 

groups or networks of interrelated concepts that reflect conscious perceptions or reality 

subconscious (ROSSI; SERRALVO; JOÃO, 2014). 

As in conceptual analysis, to carry out a relational analysis the first step is to identify the 

research question, and then representative samples are chosen, (representing a significant 

volume of information that does not undermine the analysis by exclusion). Once chosen 

the samples, the researcher must determine what kind of relationship is expected to 

examine, reduce them to categories and explore the relationships between the concepts 

regarding to strength, direction and signal. Afterword, the text can be analyzed for 

building relationships between concepts (CORBIN; STRAUSS, 1990).  

Herein lies the main difference between conceptual and relational analysis, since in the 

second statements and relationships between concepts are encoded. Then the researcher 

must make a statistical analysis by exploring the differences and mining for relationships 

between variables identified in the study. In addition to statistical analysis, the 

investigator should consider making the relational analysis, which can be the analysis of 

linguistic content, decision maps, mental models, represented graphically or maps 

(ROSSI; SERRALVO; JOÃO, 2014). 

At this point, it is possible to model relationships between variables in order to build 

internal validity of the research and verify emerging relationships among the constructs 

and compare it with the existing theory (EISENHARDT, 1989). This process can be is 

considered terminated when it comes to theoretical saturation, meaning that marginal 

improvements bring few gains for research, otherwise a complete analysis is not possible 

and results may became simplified (ELO et al, 2016).  

Content analysis requires strong emphasis on validation because of their own 

interpretative nature, especially when qualitatively made. According to Stake (2007) 

documentation is a complementary to other sources of evidence and were used as a source 

of interviews reliability by triangulation method. Triangulation appears as appropriate 

method for studies aimed at describing phenomena and, secondly, at the same time 

explore and describe, it is helded by the involvement of already traditional research 

techniques such as interviews and questionnaires (TEIXEIRA, NASCIMENTO & 
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ANTONIALLI, 2013). To achieve that objective, it was used secondary data sources such 

as articles in newspapers and internet portals, as well as internal reports of the 

organizations for their stakeholders.  

Here there was a challenge. Corinthians is a very popular subject in Brazil. A inquiry 

using google search engine, performed on november  3rd in 2016 showed an enormous 

amount of entries for the terms listed below : 

 

Term2 Quantity of entries 

“Corinthians” 65,500,000 

“Corinthians” + “World Champion” 6.500,000 

“Corinthians” + “Champion” 650,000 

“Corinthians” + “Ronaldo” 484,000 

“Corinthians” + “Zizao” 46,100 

“Corinthians” + “Alexandre Pato” 372,000 

“Corinthians” + “Adriano” 425,000 

“Corinthians” + “Roberto Carlos” 392,000 

“Corinthians” + “International” 24,000 

“Corinthians” + “Management” 552,000 

“Corinthians” + “Branding” 338,000 

“Corinthians” + “Exporting” 600,000 

“Corinthians” + “Nike”  442,000 

Figure 15: Quantity of results per web search by specific content 

Source: Author 

As stated before, the content analysis in this research was based in analyzing relationship 

among codified terms. The amount of results presented above turns this task unfeasible 

with current tools. Besides the difficulties related to analyzing this amount of entries from 

google search engine, the best decision was to analyze a sample that could be 

representative of this population, and relevant to this research, focused on strategy and 

international business. To build those samples, first there was a selection of the most 

representative news companies that are available for search online. This was 

accomplished using a tool provided by North American company Amazon, called 

alexa.com, in search conducted in November 2016. By this ranking, the most visited news 

websites in Brazil are: 

                                                 
2 All searches were conducted in Portuguese and translated for this project. 
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Rank Website Name URL Address 

1 G1 www.g1.com.br 

2 UOL Notícias www.uol.com.br 

3.  Terra Notícias www.terra.com.br 

4. Folha de São Paulo www.folha.com.br 

5.  R7 Notícias www.r7.com.br 

6.  O Estado de São Paulo www.estadao.com.br 

7. MSN Brasil www.msn.com/pt-br 

8. IG www.ig.com.br 

9. Yahoo! Noticias br.noticias.yahoo.com 

10. Click RBS http://www.clicrbs.com.br/ 

Figure 16: Most representative Brazilian news companies 

Source: Author, based on alexa.com 

Also, by the author’s judgment, it was important to include on the analysis some media 

vehicles that were not as representative in terms of amount of viewers, as they were 

relevant for broadcasting news.  

Therefore, from the author´s judgment and perspective it was included three newspapers 

and magazines that are specific about business or sports industry: 

 

News company Website 

Meio & Mensagem www.meioemensagem.com.br/ 

Máquina do Esporte www.maquinadoesporte.com.br 

Época Negócios  www.epocanegocios.com.br 

Figure 17: Additional source of data 

Source: Author 

For this analysis, it was used relational content analysis technique, depending on the 

variety of topics covered and the need to create relationships between the concepts. 

 

3.9 Categorization matrix 

Qualitative researchers based on content analysis aims that data can be reduced to 

“concepts that describe the research phenomenon” (HSIEH; SHANNON, 2005, p. 5), 

which is usually accomplished by creating categories, concepts, a model, conceptual 

system or conceptual maps (ELO et al, 2016). 
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The categorization matrix can be considered valid when categories adequately represent 

concepts, being the categorization matrix a legitimation of the categories content that 

intent to describe the phenomenon using a selected approach (ELO et al, 2016).  

Below, a categorization matrix is presented with inherent concepts to strategic network 

analysis and performance in NPSO, both concepts discussed in chapter 2. 

These concepts served as the basis for codes searched in the interviews in relational 

content analysis (ROSSI, SERRALVO, JOÃO, 2014). 

These interviews were done through unstructured and open questions, in small numbers 

with the objective of eliciting respondents’ opinions (Creswell, 2010). Although Sierra 

(1998) defines that the interviews is most advisable to search is a predetermined theme 

that guides the conversation as a "focused interview", Godoi et al (2006) does not see 

incompatibility between this definition and the focus of the interview in a single theme, 

with open questions. 

Thus, relational content analysis as proposed by Rossi, Serralvo and João (2014), due to 

the variety of topics addressed and the need to create a relationship between the concepts, 

generate a series of codes to be searched in the transcripts of the semi- structured 

interviews. 
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4 DATA ANALYSIS 

 

After introducing the interviews and secondary data sources from newspapers and 

management reports in qualitative analysis software called NVivo, the following step was 

codification in accordance with the categorization matrix presented on table 9. Using 

Nvivo it was possible to explore data via Cluster Analysis by using research´s sources, 

individually coded, grouped in clusters and, finally, analyzed by similarity of words and 

similarity of codes. Software searches in the respective structured data each unit of 

analysis and the similarity of answers encoded (DE CASTRO; LÓPEZ; SAEZ, 2006). 

Along with 15 interviews, for this research 200 newspaper-articles were selected from 

main Brazilian internet websites, listed on figures 17 and 18. From the previously selected 

200, 37 were excluded since they presented identic content in more than one internet 

website, which evidences significantly data saturation, a milestone to conclude the 

process of data collection. Without reaching saturation it would not be possible to 

complete the whole analysis and results might become too simplified (ELO et al, 2016).  

Since “there are no published guidelines or tests of adequacy for estimating the sample 

size required to reach saturation” (GUEST, BUNCE, JOHNSON, 2006) the amount of 

interviews and newspaper articles was decided when marginal improvements brought few 

gains for research. After the data selection presented in the previous paragraphs, this 

research had 163 newspapers articles besides the original 15 interviews presented on table 

8. 

Third source of data, which is mandatory for triangulation purposes, were Corinthians’ 

internal reports and reports from third parties as described in item 3.4.2 – Validity and 

Confiability, and repeated below: 

 Corinthians Sustainability Annual Reports (Edition: 2012, 2013 and 2014 and 

2015) 

 Sports industry-specific reports from BDO RCS Brazil, Deloitte and AT Kearney, 

 Reports of entities Federação Paulista de Futebol (FPF), Brazilian Football 

Confederation (CBF), Confederacion Sudamericana de Futbol (CONMEBOL), 

Federation International Footbal Association (FIFA) and the International Centre 
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for Sports Studies (CIES), a joint venture between FIFA and the University of 

Neuchâtel for creating studies about the sport, and also 

 News from the websites of the federations and their business partners, websites 

specializing in sport business as Máquina do Esporte, Times, BBC, Forbes 

Magazine, among others. 

According to Stake (2007), documentation is complementary to other sources of evidence 

and was applied as a source of interviews reliability by triangulation method. 

Triangulation appears as an appropriate method for studies aimed at describing 

phenomena and, secondly, at the same time, it explores and describes. Moreover, it is 

conducted by the involvement of already traditional research techniques such as 

interviews and questionnaires (TEIXEIRA, NASCIMENTO & ANTONIALLI, 2013). 

After data upload in NVivo, a first coding process resulted in 31 different codes – named 

by the software as nodes. A second round of codification was done, in which it was 

possible to merge some of them in order to improve analysis capacity (RICHARDS, 

2002). This decision was taken after verification that some codes were measuring the 

same variable such as “organization’s size” and “organization’s gains of scale”; “resource 

acquisition” and “suppliers”; and “image/reputation” and “brand”. At the end of this 

second round of codification lasted 28 codes. 

Table below shows codes and the total amount of references pointed for each one of them. 

Also, the column “sources” present the total of sources (from all types: interviews, 

newspaper articles and reports) that were selected during the codification process.  

Codes (Nodes) Sources References 

Contract 78 166 

IC - Internal capacities 117 330 

IC - Facilities or Infrastructure 84 210 

IC - Managerial capacities 165 827 

IC - Political or Networking Skills 132 615 

IC - Sport Skills 84 384 

Image, Brand or Reputation 162 801 

Institutional Environment 81 132 

IE - Formal Institutional Environment 108 244 

IE - Informal Institutional Environment 117 531 

Internationalization 51 302 

Liability of foreignness 39 154 

Portfolio of Products or Services 78 406 

Resource Acquisition 157 755 
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Scale and Size (Positioning) 150 562 

Social Capital 69 171 

SC - Market relations 84 175 

SC - Hierarchical relations 45 112 

SC - Social Relations 57 193 

SR -  Ability 57 139 

SR - Motivation 51 114 

SR - Opportunity 57 132 

Social Structure 24 73 

Sports Performance 75 326 

Trust 51 68 

Deterrence based trust 42 72 

Institutional based trust 78 88 

Knowledge based trust 60 129 

TOTAL  8211 
Table 11: Codes - Sources and references  

Source: Author, using NVivo  

Data analysis was carried by three different approaches: First, by content analysis. 

Second, by some of the tools offered from Nvivo: word similarity and codes similarity, 

both measured by the analysis of Pearson’s correlation coefficient. Pearson’s coefficient 

(or r2), also known as the Pearson Product-Moment Correlation, is defined as the ratio of 

the covariance of two variables representing a set of numerical data, normalized to the 

square root of their variances and is often used in modern software packages available for 

data display and curve fitting (HALL, 2015).  

Codification and further analysis of correlation coefficients shown themselves adequate 

for addressing difficulties relates to identifying and measuring intangible organizational 

aspects by its own nature such as “business reputation” or “social reputation” (DE 

CASTRO; LÓPEZ; SAEZ, 2006).  

Analysis by word similarity was less efficient to explain relationships among the variables 

in this project, since the minimum correlation value found in this research was superior 

to 0,7 (RICHARDS, 2004). The complete table of word similarity can be seen in 

Appendix 1. 

Analysis by codes similarity resulted more efficiency to approximate codes in clusters 

also using Pearson correlation coefficient. NVivo software presents some innovation over 

other qualitative analysis softwares, showing characteristics that enables several tools of 

categorization and relational matrix (BAZELEY; JACKSON, 2013). In addition, 
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semantic analysis among attached words was conducted aiming to accomplish the main 

path to analyze data. Albeit correlation coefficient seems more adequate to quantitative 

analysis, this type of measurement as a complement to content analysis. 

This chapter presents the following structure: first, Pearson’s correlation coefficient table 

of all codes are presented and it is introduced a brief explanation about the variables. 

After that, each of the propositions presented in the introduction are resumed and the 

correlation coefficient among each specific codes are presented. So, it is presented the 

semantic analysis of each proposition as proposed by Palmquist, Carley and Dale (1997). 

By the end of presentation analysis of each one of all the eight propositions this research 

dives to final considerations, whereas the results will be summarized and some 

considerations about its limitations and possibilities of further researches. 
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Figure 18: Pearson Correlation Coefficients - All Nodes 

Source: Author, using NVivo 
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The first variable, contract, is considered in this context as an institutionalized material 

knowledge codification and guards correlation with any of other analyzed variables. That 

does not means that contract is not relevant, but that there are other factors that might be 

considered more important for a NPSO, such as the social capital of its organizational 

actors. 

The second variable, Internal Capacities is divided in other four variables: Facilities or 

Infrastructure; Managerial Capacities, Political or Networking Skills and Sport Skills. 

Among each other it was possible to identify positive relationship, except for two: First, 

Managerial Capacities with Sports Skills, and second Political or Networking Skills with 

Facilities or Infrastructure. In the context of NPSOs both can be interpreted as the priority 

that organizations give to infield performance, since Internal Capacities presents positive 

correlation with the variables Portfolio of Products and Services, Resource Acquisition, 

Sports Performance and Institutional based trust. Some of the papers selected for this 

research justifies as the main reason for low relevance of Brazilian clubs by a relative 

absence of professionalism in its management (MAZZEI et al, 2013; (LEONCINI; 

SILVA, 2005; KASZNAR; GRAÇA FILHO, 2012). 

The third variable (Image, Brand or Reputation) presents high correlation with 

Institutional Environment (Both Formal and Informal), Scale and Size, Sports 

Performance and Trust and its discriminations (Deterrence Based Trust, Institutional 

Based Trust and Knowledge Based Trust). These correlations will be better analyzed in 

the proposition analysis. 

The forth variable, Internationalization, guards positive correlation with liability of 

foreignness, scale and size, variables constituent of Social Capital such as market and 

hierarchical relations and opportunity (inside variable Social Relations). It is possible to 

state that, accordingly to Richelieu and Desbordes (2009) there is no much room for many 

football clubs to be considered as international, and it is highly probable that only a few 

that achieve a relative size and are capable of develop a relevant social capital might be 

considered as international teams. 

The fifth variable, Portfolio of Products and Services is positively correlated with Trust, 

as a clear demonstration that contracts are not the most relevant form of agreements for 

NPSOs.  
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Scale and Size shows positive correlation with Image, Brand or Reputation, Institutional 

Environment (Both Formal and Informal), Internationalization and Trust.  

Social Capital is divided in market relations, hierarchical relations and social relations, as 

proposed by Adler and Kwon (2002). The main variable, Social Capital, presents high 

correlation with Internationalization, as a clear evidence that to become internationally 

relevant, a NPSO must be aware of potential relations with partners from abroad, which 

is coherent with the next variable: Social Structure presents high correlation with 

Internationalization, Liability of Foreignness and Hierarchical relations. 

The second-to-last variable, Sports Performance, shows positive correlation with Internal 

Capacities, mainly with Sports Skills, and with Liability of Foreignness. As a simple 

statement, if a NPSO does not shows performance, its opportunities to internationalize 

becomes rare if not inexistent.  

At last, Trust presents high correlation with Political and Networking Skills, Image, 

Brand or Reputation, Institutional Environment, Resource Acquisition, Size and Scale. 

Deterrence based trust, the modality of trust that enhance good behavior due to the risk 

of sanctions face opportunism, is highly relevant to resource acquisition. In other words, 

the fearfulness of losing opportunities due to unexpected or undesired behavior drives the 

actions of NPSO rather than any other forms of arrangements. 

Institutional Based trust presents its highest correlation with managerial capacities. 

Organizational actors also drive their actions based on their judgment of what can be most 

relevant for NPSO success.  

Knowledge based trust, the type of trust that is anchored in cognitive and emotional 

foundations, as the interpersonal relationships existing priory start to pressure for 

conformity to partners’ expectations (RING; VAN DE VEN, 1989) presents high 

correlation with Internationalization and Resource Acquisition. In other words, reputation 

derived from previous actions plays a prominent role in partners’ judgments.  

 At this point it is possible to retrieve the main objective of this research: to identify main 

factors in Corinthians’ internationalization process.  

The most relevant factors identified in this research are: Image or Reputation, 

Organization’s Size or Scale, Internal Capacities (divided in Facilities or Infrastructure; 

Managerial Capacities, Political or Networking Skills and Sport Skills), Resource 
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Acquisition Capacity, Institutional Environment, Sports Performance. As a consequence, 

a model of this model dynamic can be presented, expressed by the propositions below:  

P1: Resources acquired by a NPSO are capable of influencing its internal capacities 

Since resource acquisition for a NPSO is based on unknown gain expectancy, which 

characterizes uncertainty and risks for which resource suppliers takes when embedded on 

networks, the following codes were utilized in this analysis: contract, Internal Capacities 

(including the linked nodes Facilities or Infrastructure, Managerial Capacities, Political 

or Networking Skills, Sports Skills); Resource Acquisiton; Trust (as its linked nodes: 

Deterrence Based Trust, Institutional Based Trust and Knowledge based trust) 

By analyzing table 11 above, data indicate positive correlation among variable “Resource 

Acquisition” and those related to Organizations Internal Capacities, that presents 

moderate correlation between them. Among the four internal capacities dimensions, the 

most relevant for resource acquisition is sports skills. One of the reasons is that hiring 

valuable players is, for this analysis, as one of the most important resource that a NPSO 

must acquire.  

Figures that show NVivo consult by term 20 (Contract); 25 (Football player); 27 

(Marketing); 28 (Business); 29 (Opportunity); 32 (Ronaldo) and 34 (Fan Base) in 

Appendix 2 shows the relationship of those words in this analysis. 

Although “contract” was presented in less than 1% of the total amount of references 

(according to table 10 - Codes - Sources and references), it is not presented in this context 

as a constrainer to organizations skills, more than that it is one evidence that the most 

common governance mechanism in NPSOs is trust. 

This can be verified by the above average relevance presented by the correlation of trust 

and the code “Political/Networking Skills”. Also, there are evidences from the interviews, 

such as: 

“When we hired Ronaldo, we said: Now we can’t postpone anymore, we must built our 

Training Field”, from Corinthians former Financial Director or when Corinthians former 

Vice President said “To hire (striker Alexandre) Pato was almost like reaching Nirvana. 

People was astonished while a Brazilian Club hired an international player”  
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“It was kind of lucky that we found out it was Peruvian National Day, we could use tools 

provided by our social media partners to celebrate with (Peruvian player) Guerrero”, 

stated Corinthians social media manager. 

Another discovery from data collection related to dimension “Internal Capacities” is the 

existence of a fourth dimension associated to NPSOs: infrastructure/facilities, defined as 

the set of elements that facilitates the production of sports services, including elements as 

hotels, training fields, medical centers and others. However, differently from Parent and 

Foreman (2007), the findings assert that these four dimensions are capable of influencing 

the NPSO sports performance, being its performance a main driver that affects the 

organization brand and therefore its reputation. In the words of Corinthians former 

Financial Director: 

“Our partners must respect us, and our competitors fear us. Here underlies the importance 

of the stadium”. 

Although they appear as four different dimensions, this case study shows that a NPSO 

tries to balance them aiming sports performance. When, within organization’s boarders, 

there is a misbalance in one of these skills, there is a great effort to counterbalance it by 

adding efforts on the other dimensions.  

Existence of infrastructure or facilities seems to increase “Institutional Trust”. This 

assumption is congruent with the dimensions proposed by Dacin, Oliver and Roy (2007) 

about institutional legitimacy. Paradoxically, although it seems that institutional trust 

increases with the presence of infrastructure or facilities, there is low correlation of trust 

dimension and “facilities/infrastructure”. One possible interpretation is that once 

infrastructure or facilities for a NPSO became the main factor of attraction for resource 

acquisition, trust becomes irrelevant for building relationships among NPSO suppliers, 

as shows this journalist statement: 

“Corinthians provided everything a player might consider important such as stability, 

good wages, training field and medical facilities. The view was clear: to create package 

of benefits that could change anyone’s mind who might be wondering whether they 

should or not come here to work”. 

In addition, it was possible to verify that social capital presents high relevance for 

resource acquisition for the NPSO. In this context, organizational actors work as a 
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gateway for new relationships or potential entrance of new actors within the NPSO 

networks.  

Although, in Adler and Kwon (2002) proposition, social relations might derive to market 

and hierarchical relations to formation of an organization social capital, data analysis 

indicate that this derivation is mainly anchored in the construct “opportunity” rather than 

“ability” or “motivation”. This is congruent with the popular assertion that football clubs 

are opportunity seekers, like it is stated by Corinthians former marketing manager: 

“Listen, I do not choose, I am chosen. ‘Tons’ of reporters from China, Japan, Egypt here 

I cannot say no!, first I will become fully national after that we think about 

internationalization”.  

Or, as a journalist stated: “Edu Gaspar (Football Manager) is one the few (managers in 

Brazilian clubs) that played abroad. I’m sure that the time he spent (playing for British 

team) Arsenal is more important to generate opportunities to Corinthians than anything 

else”. 

As a conclusion, there are, from code analysis of Pearsons’ correlation index and by 

semantic analysis, evidences that proposition 1 can be accepted. 

 

P2: NPSO’s internal capabilities are capable of influencing its performance. 

The proposition states that the more efficient and effective in managing NPSO’s internal 

capabilities, the probability of occurrence of superior sports performance increases. This 

reference can be also found in works such as Richelieu and Desbordes (2009) and Millar 

and Doherty (2016). However, known literature as Parent and Foreman (2007) does not 

explicit these four dimensions and does not remark infrastructure and facilities as a key 

element on a NPSO’s sports performance.   

The following nodes were analyzed: Internal Capacities (including the linked nodes 

Facilities or Infrastructure, Managerial Capacities, Political or Networking Skills, Sports 

Skills); and Sports Performance. 

Figures that show NVivo’s consult by term 18 (Champion); 22 (Training Field); 25 

(Football player); 26 (Libertadores); 27 (Marketing); 28 (Business); 29 (Opportunity); 32 

(Ronaldo) and 35 (Stadium) in Appendix 2 shows the relationship of those words in this 

analysis. 

From the codes analyses, Pearson’s correlation coefficient analysis shows that there is 

strong evidence that internal capacities might influence a NPSO ability to achieve sports 
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performance. The weaker correlation measured (between Sports Performance and 

Internal Capacity - facilities or infrastructure) can be considered in the present context, 

since the object focuses in this node (main facilities stadium and training field) started 

their operations during FIFA World Cup 2014, less than one year after data collection, 

therefore this must be reconsidered in future analysis. 

From the interviews there is some evidence: 

In the words of the sporting goods supplier: “Everything was done as planned, we were 

sold out. If you see it as a product life cycle, 2012 new jersey was a hit. Corinthians 

communicated it very well. It is perfect when we watch something that has a start, a 

development and it works out perfectly well”.  

Or when a journalist compared Corinthians with a competitor: “what another club 

represented in terms of medical treatment ten years ago was surpassed by Corinthians. 

This allowed Corinthians to achieve somethings unthinkable before, while another 

journalist stated “there is this Colombian player no one ever cared about him. Now he is 

‘Libertadores’ Champion, he became object of desire of every Brazilian club”. 

As a conclusion, there are, from code analysis of Pearsons’ correlation index and by 

semantic analysis, evidences that proposition 2 can be accepted. 

P3: NPSO’s sports performance is positively related to its image or reputation. 

Model proposed in this work asserts that NPSOs have as its main objective sports 

performance. This construct is described from Winand el al (2014) in two macro 

dimensions: services to their members and success on elite sports.  

For Zaheer, Gulati and Nohria (2000), one of the possibilities for generation of 

competitive advantage is the organization’s positioning inside its industry. A better 

positioning is a source of better business opportunities, which allows to organizations to 

choose on a greater range of partners.  

The key issue in this topic is that the NPSO’s performance has  potential to reposition the 

organization within its network, which can allow access to a new set of opportunities and 

resources with partners (the same existing previously or new ones) and as a consequence, 

repositioning the organization in its industry. Regarding infield sports performance, it is 

not possible to measure quality on services provided by an NPSO, so it is common to 

replace quality measures by gains of its brand and a new status related to an achievement 

(PODOLNY, 1993).  
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Image, brand and reputation, in this model, refers to how much the organization and its 

brands are known, and how much its stakeholders are aware of its activities and results.  

 

Figures that show NVivo’s consult by term 18 (Champion); 21 (Growth); ; 27 

(Marketing); 28 (Business); 29 (Opportunity); 34 (Fan Base) in Appendix 2 shows the 

relationship of those words in this analysis. 

Also, there a strong relation to image, brand and reputation with trust, specifically 

institutional based trust, since the gains in perception about the NPSO’s achievements 

can be disseminated through all its partners. 

One of Corinthians’ commercial partners interprets it as the following: “to sell 

Corinthians when it is champion you don’t have even to leave your house. The challenge 

is to do so when the team is not helping”, while Corinthians former Marketing Director 

said “we are hostages of (infield) success, for evil or for good. When we are champion 

our jersey is a tuxedo, you are a genius, when we are not it is toilet paper and you are a 

fool”. 

However, it is not wrong to state that, the variety of opportunities has its limitations, as 

an interviewee appears to be concerned about foreign audiences: “due to restrictions 

related to time zones, or even low interest about the Brazilian National League, the show 

remains mainly national; the whole system is inefficient to broadcast overseas”. 

When asked about Brazilian’s football brands, a former marketing manager said “I do not 

disbelieve that in 30 years someone will take a plane and go see Barcelona rather than 

watching Corinthians play an international championship”. 

As a conclusion, there are, from code analysis of Pearsons’ correlation index and by 

semantic analysis, evidences that proposition 3 can be accepted. 

P4: NPSO’s image is capable of influencing institutional environment 

Status derived from superior sports performance influences directly NPSOs size partly 

due to the propensity that other organizations manifest the desire to interact or participate 

directly in the given NPSO, to benefit and profit from the position that it has conquered 

(ADLER; KWON, 2002; COLEMAN, 1990).  

Therefore, at the same time that it impacts the environment where it is embedded, 

organizations’ image is affected by interactions on its environment (SCOTT, 2008). 
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Formal institutions in football are those such as Confederação Brasileira de Futebol 

(CBF) and Confederación Sudamericada de Fútbol (Conmebol), and as informal 

institutions as media groups, supporters, influencers, among others stakeholders. 

From the codes analyses, the following correlations were found: 

By analyzing table 11 above, data indicate positive correlation among variable “Image” 

and Institutional Environment, Formal Institutional Environment, Informal Institutional 

Environment, Size and Trust.  

Figures that show NVivo’s consult by term 18 (Champion); 23 (Big); 26 (Libertadores); 

27 (Marketing); 29 (Opportunity); in Appendix 2 shows the terms related in this analysis. 

When NPSO achieves expected sports performance, its relationship with its institutional 

environment alters, which includes the amount of partners that intend to be on its network 

to benefit from and profit with the NPSO’s new status.  

One of the interviewees stated: “If CBF is working properly, nothing else will ever be, at 

least to the eyes of the world”. Another one asserted: “In Europe, the counting system for 

the number of victorious championships is only used if these are won in a sequence.  They 

only say double champion, when the titles are achieved in a row, meanwhile for us, it can 

be achieved at any given time” as another journalist stated “In main markets it is 

polarized. Few teams won 30, 35 national championships, while here several won, at 

most, 8 times”. 

Analysis done also shown evidence between image and internationalization, and a 

relevant correlation between internationalization and formal institutional environment. 

Formal institutions such as CBF, CONMEBOL and FIFA are highly relevant do support 

NPSO’s internationalization process and international brand recognition. Thus, the 

lubricating effect of image and trust works as a propelling component of a NPSO 

internationalization. It is unlikely to consider that a NPSO willing to increase its 

attractiveness to international players does not possess, as one of the its main assets, a 

strong brand or image that could facilitate the entrance or positioning of its partner. 

As Corinthians former marketing manager stated: 

“Of course if you are champion it helps a lot. But you must not only rely on it, you must 

‘shake everything’, your team, media, partners, everyone”. 

Additionally, as sports goods supplier testified: “You can say ‘Brazilian (football) player’ 

is synonym of category as ‘Tibetan Monk’ or ‘French Chef’.”  
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As seen in the analysis of proposition 2, NPSOs have internal capacities with specific 

dynamics and divided in four dimensions: Infrastructure/Facilities, Sports Skills, 

Political/Network Skills e Managerial Skills. 

The latest two are intrinsically linked to organizational actors’ social capital, and their 

capacity to disclose their competences in order to the organization acquire resources. 

Consequently, social capital of a NPSO is considerably related to attractiveness of 

organizational actors and to organizational capacity of maintaining or building new 

resources. The existence of partnership with international companies or organizations is 

attached to propensity that these same partners are willing to take risks.   

As a conclusion, there are, from code analysis of Pearson’s correlation index and by 

semantic analysis, evidences that proposition 4 can be accepted. 

By data collection and data analysis, the capacity that institutional environment supply 

institutional guarantees to organizational efficiency as constrains to internationalization 

of a Brazilian NPSO, which will be better discussed in the following proposition analysis.  

 

P5: Institutional Environment is capable of influencing NPSO’s size. 

A NPSO’s size can be measured by the amount and volume of interactions of its agents’; 

however, this volume of interactions or nodes are surrounded by uncertainty and 

embedded in formal and informal relations in the NPSO’s environment.   

By analyzing table 11 above, data indicate positive correlation among variable 

“Institutional Environment”, “Formal Institutional Environment” and “Informal 

Institutional Environment”, Size and Trust, and its sub nodes Deterrence Based Trust, 

Institutional Based Trust and Knowledge Based Trust.  

Figures that show NVivo’s consult by term 17 (Brazil); 19 (CBF); 21 (Growth); 23 (Size); 

24 (International); 29 (Opportunity); 34 (Fan Base); in Appendix 2 shows the terms 

related in this analysis. 

Formal institutions might be a source for legitimacy to a NPSO embedded in its 

environment, and the processes related to legitimacy are better achieved if one specific 

NPSO and formal institutions that constitutes its environment are able to increase trust. 

This seek for legitimacy is dependent on both environmental characteristics and firm 

characteristics. For Dacin, Oliver and Roy (2007) partner selection determines a strategic 

alliance’s mix of skills, knowledge, and resources, its policies and procedures and its 
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vulnerability to indigenous conditions, structures, and changes in institutional 

environment.  

Although a NPSO is characterized by agreements that does not change its equity portfolio, 

association with corporations such as broadcasting companies or sponsors might be 

constrained by institutional environment, and consequently confine NPSO’ size. Each 

organization is, since it is embedded in several tacit and explicit agreements, individually 

capable of only a few superficial changes on its own institutional environment. 

For example, when comparing size of Brazilian and Spanish Soccer Leagues, one of 

interviewee said, “The idea we have about Spain is that competition was killed with 

governmental help”.  

On an additional approach, Corinthians’ former manager said “if someone comes here, 

bankrupts the club but wins a championship he is not a bad guy, but a hero. Until we 

change the way businesses are done, if the government doesn’t intervene, priorities will 

always be crooked”.  

In complement, a journalist said: “Ok, so we go abroad and ‘sell’ Paulista Championship, 

but which story will we tell? That is a local tournament, again, with which relevance?” 

while another journalist explained: “Even our best competition, ‘Brasileirão’ is not easy 

to follow. Sometimes there are games twice a week, sometimes the competition stops, 

and the stars moved away.” 

P6: The magnitude of a NPSO size has a fundamental role on its capacity of acquiring 

resources to enable the realization of its activities 

For a NPSO, due to the sports industry’s nature, resource acquisition is based on unknown 

gain expectancy and an expected level of uncertainty for partners, suppliers and 

stakeholders that are embedded in its network.  

By analyzing table 11 above, data indicate positive correlation among variable “Size”, 

Image and Reputation, Institutional Environment (Both Formal and Informal), 

Internationalization and Liability of foreignness.  

Figures that show NVivo’s consult by term 17 (Brazil); 19 (CBF); 21 (Growth); 23 (Big); 

24 (International); 29 (Opportunity); 33 (Size); in Appendix 2 shows the terms related in 

this analysis. 

Only a few clubs per country have opportunity to become international, and fewer have 

the possibility to become global players (RICHELIEU, DESBORDES, 2009). However, 
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size itself is not the single condition to guarantee a NPSO internationalization, being 

necessary to consider environmental constrains originated from institutional 

environment. 

Corinthians’ Social Media manager guarantees his has access to some social media tools 

that other companies must pay for because “if we use their social media, by their rules, 

with our size, the whole system feedbacks itself”.  

Sports goods supplier asserted: “the company has this obsession to be attached to the 

greatest and the biggest, so Corinthians was the obvious choice. Only clubs with that great 

amount of supporters are we able to work with during good and bad times”. 

Talking about a competitor club, Corinthians former marketing manager said: “If they 

don’t open their eyes, their amount of supports will decrease, followed by the amount of 

time on TV, less sponsors, and so on. They will not be competitive anymore” 

 

P7: Institutional environment can influence NPSO’s internal capabilities. 

Due to the demand they represent, NPSOs have their capacity to acquire resources 

constrained by institutional environment. That is, the internal capacities of a NPSO is not 

freely affected by its resource acquisition capacity, but limited by the nature of agents’ 

interests or environmental issues such as previously built social capital or existing social 

relations (ADLER; KWON, 2002).  

By analyzing table 11 above, data indicate positive correlation among variable 

“Institutional Environment (Both Formal and Informal)”, Internal Capacities, 

Internationalization, Scale and Size and Trust, Deterrence based trust, Institutional Based 

Trust and Knowledge based trust.  

Figures that show NVivo’s consult by term 17 (Brazil); 19 (CBF); 21 (Growth); 23 (Big); 

24 (International); 28 (Business); 29 (Opportunity); 30 (Politics) in Appendix 2 shows 

the terms related in this analysis. 

Few aspects, such as social capital and market relations, represent opportunities like 

following, stated by one of the sponsors: “some things we proposed were not smoothly 

accepted without validation from some influencers inside the club” or when Corinthians 

marketing manager said “We cannot say that the (CBF’s) work was not well done. It was 

not done at all. No one promotes abroad Brazilian championship, Brazilian soccer clubs, 

neither Brazilian Brands.” 
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Both testimonies mentioned above state that institutional environment acts as a ceiling 

for NPSOs activities, constraining and sometimes restraining possibilities.  

One of marketing managers´ interviewed, when asked about Formal Institutions stated 

“As a club, you are an actor. There are some scenes that must be carried out by someone 

else, someone that is not playing its part yet. If I play it, my role will come off badly”.  

A licensing Company’s Marketing Vice President stated, about his challenges related to 

acquiring rights of Brazilian players: “Every year we take a via crucis to collect all 

signatures because Brazilian players are the only ones outside the FIFPRO (world players 

union).”  

 

P8: An increment on a NPSO image is positively related to organizations’ size. 

Status derived from achieving success on sports performance affects directly 

organizations size, since it increases the propensity to new and better players on that 

market interact or open opportunities to that NPSO (ADLER; KWON, 2002; 

COLEMAN, 1990). As they impact the environment whereas they are embedded, 

NPSOs’ image is affect by interactions on their environment (SCOTT, 2008). 

By analyzing table 11 above, data indicate positive correlation among variable 

“Institutional Environment (Both Formal and Informal)”, Internal Capacities, 

Internationalization, Scale and Size and Trust, Deterrence based trust, Institutional Based 

Trust and Knowledge based trust.  

Figures that show NVivo’s consult by term 17 (Brazil); 19 (CBF); 21 (Growth); 23 (Big); 

24 (International); 28 (Business); 29 (Opportunity); 30 (Politics) in Appendix 2 shows 

the terms related in this analysis. 

As organization grows, the amount of opportunities and the relevance of its partners 

increases. As a consequence, brand reputation and all organization assets gains relevance 

to its partners and prospects, including those from abroad.  

The Spanish brewing company Estrella Galicia explained why they have chosen 

Corinthians to their partnership in Brazil: “this sponsorship will add a lot to our brand 

notoriety”. 

Although there are several opportunities along with the increment in a NPSO size, 

evidence in this report shows that formal and informal institutional environment have a 

strong relevance to an organization size, as seen in proposition 5.  
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Since there are some constrains related to existing opportunities to NPSOs, social capital 

that its organizational actors enable to organizations becomes its main resource gate 

within the organization. Therefore, dependency of social capital is greater if it does not 

have relevant assets to potential partners, assets such as brand, training facilities, stadia, 

among others.  

This position is better exemplified by one statement from its former Financial Manager, 

about Corinthians strategic planning: “At a certain point we decided to make contract 

only with companies as big as we were such as Coca Cola, Visa, among others”. 

To answer about broadcasting games in Asian market, former marketing manager said: 

“this is an issue we must address in order to grow, since we are live at 4 am, while 

Europeans clubs are playing at prime time”. 

When asked about the NPSO capacity to attract new football players, a journalist replied: 

“A teenager from Peru, Ecuador, or even from the own club’s youth academy doesn’t 

dream about being a professional in Brazil, he’s actually thinking about Europe”. 

For a Dutch football agent, when talking about the amount of investments in football 

players federative rights “we are not far from the surpassing the barrier of 200 million, 

and he will probably be Brazilian, because they have something special”.  
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5 FINAL DISCUSSION, CONTRIBUTIONS AND LIMITATIONS 

Research question that drove this project was to identify how a Brazilian sports 

organization improve its sporting and economic performance through its strategic 

network vis a vis becoming a global player. 

In order to answer this question this research was based in one main objective: to identify, 

from strategic network perspective, main factors in Corinthians’ internationalization 

process, beginning on 2010 and propose a conceptual model which explains NPSO’s 

performance aiming to reach global audience. 

After raising main factors, it was necessary to establish tome type of dynamic among 

them, for that this research proposed 8 propositions, listed below (and better explored in 

data analysis section): 

P1: Resources acquired by a NPSO are capable of influencing its internal capacities 

P2: NPSO’s ability to manage its internal capabilities is positively related to influence 

its performance. 

P3: NPSO’s sports performance is positively related to its image or reputation. 

P4: NPSO’s image is capable of influence institutional environment 

P5: Institutional Environment is capable of influencing NPSO’s size. 

P6: The magnitude of a NPSO size has a fundamental role on its capacity of acquiring 

resources for its activities 

P7: Institutional environment can influence NPSO’s internal capabilities. 

P8: An increment on a NPSO image is positively related to organizations’ size. 

It was possible, according to data analysis to answer the research question and reach fully 

both main and specific objectives.  

5.1 Final discussion 

From reviewed literature about the origins of organized sports, a few elements are still 

present in organized sports today, such as image gains related to winning, including 

monetary gains. However, not only the winner received benefits, also its host city, which 

reinforce the importance of resource acquisition, specific training facilities as well as the 

beginning of institutional environment and concerns about ground rules.  
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At the middle ages, it is possible to highlight the rising of importance of institutional 

environment and a greater interest about establishing sports practicing rules, and the 

increase of sports boarders. If before sports were activities played in only a few spaces, 

in Middle Ages they increase the sphere of influence resulting in demand for formalized 

rules. 

In sum, by the reviewed literature presented above, it is possible to point out that since 

Ancient Greek sports organizations drive its resources to increase the cities’ relevance 

and reputation by achieving superior sports performance. The best arrangement to acquire 

this resources might not be by internalization of its activities, more than this, by the best 

suitable arrangement of its internal capacities vis a vis the acquisition of resources from 

third parties (ex ante factors). Aiming to acquire specific resources, organizations arrange 

their activities to fulfill alliance with strategic partners. Of course there are concerns about 

type of possible arrangements or governance available for partners and specific assets that 

are interesting for an organization, the duration of the agreement, performance 

measurement, the possible causes of its end, and the expectancy of a better positioning 

after the alliance or network arrangement. The importance of social networks relies on its 

capacity to mitigate attention to ex ante expropriation and coordination costs, and 

therefore, builds trust. Trust appears as the most adequate coordination mechanism for 

environments surrounded by uncertainty by its own nature, as sports environment. Since 

trust is based on partners perception and environmental expectancy, both formal and 

informal institutional environment molds and constrain organizations activities.  

For Winand et al. (2014), future challenges for NPSOs is about understand and explaing 

high performance. This study aims to diminish distance and to enable a contribution by 

including the role that institutional environment and Strategic Networks have in NPSO 

development of both economic and sports performance. Interviews’ findings allow the 

construction of a model, which from the perspective of a single organization can state 

how institutional environment and Strategic Networks formation impact its activities.  

Overall, both the semantic as codes similarity data analysis by Pearsons Correlation 

Coefficient Analysis provided by Nvivo software have shown strong relevance for the 

proposed model, which presents the correlations of figure 19. 
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Figure 19: Proposed Framework with its correspondent Pearson's Correlation Coefficient 

Source: Author, using Nvivo 

 

Factors facilitating high performance include the team’s resources and building of 

internal capacities. In this sense, constructing partnerships allows higher levels of 

resources acquisitions that leads to high performances and generates a strong brand. 

Moreover, a strong brand increases teams’ position in institutional environment, which 

expands organization size facilitating its entry in other networks with suppliers or other 

types of partnerships.   

The more networks a NPSO belongs to, the more its size expands and the more resources 

the team acquires, its capacities increases and therefore, the probability of superior 

performance increases.  

Since the variable Internationalization presents in this research positive correlation with 

liability of foreignness, scale and size, variables constituent of Social Capital such as 

market and hierarchical relations and opportunity (inside variable Social Relations). It is 

possible to state that, accordingly to Richelieu and Desbordes (2009) there is no much 

room for many football clubs to be considered as international, and it is highly probable 

that only a few that might achieve a relative size and are capable of develop a relevant 

social capital could be considered as international teams. In other words, the greater the 

NPSO, higher is the probability that it has to become internationally relevant, meaning 

attractive to potential partners, to top class players or to pursue greater opportunities in 

foreign markets as its presence in international friendly matches or franchise its brand.  
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5.2 Contributions: 

A major contribution of this research is to Strategic Network field. In the particular case 

of this research, is that a way for a team to increase its size is by creating and operating 

different businesses as Corinthians does with its franchises or social media partnerships, 

by its portfolio of products and services, which is only possible due to organization’s size, 

the presented the biggest correlation of all variables presented in the model with 

Image/Reputation (0,828). 

 In addition, by expanding its organization, Corinthians has secondary networks with 

nonprofit (not sports) organizations. Another contribution to the Strategic Network is that 

as an organization, it enters in different networks reinforcing the main network, in this 

case, the football industry. 

5.3 Limitations: 

By the own nature of research, with temporal and physical boundaries, it was restricted 

to a single phenomenon in a specific and centenarian organization. It is probable that 

further research can incorporate longitudinal perspective to interviewees’ impressions 

and could differentiate slow-moving causal processes from fast-moving causal processes 

and discriminate incremental changes on the environment. 

For example, it is possible to can cite the infrastructure or organization’s facilities, which 

had (in the organization in analysis) less than one year of operation when the data 

collection started for this project.  

Further researches could consider studying a single NPSO’s internal capacities and its 

role in developing the organization. Or else, another researcher with marketing bias might 

consider image and reputation as two different constructs, which could alter the presented 

correlation index. 

Moreover, the research could be extended to more sport clubs in Brazil to guarantee 

consistency among the scenario found in this particular organization compared to others, 

not only football clubs but also NPSO that are specialized in other sports.  

Another limitation was regarding to the selected approach, which in one hand allows 

researchers to see “the big picture”, and on the other hand misses the possibility to 

understand each of the variables that were collected in these macro dimensions more in-

depth. Also can be considered the interviewees profiles, all of them with concerns about 

marketing (we have 3 former marketing members among the interviewed); commercial 

(1 interviewed) and media (6 interviewed), and no interviews with any executive from 
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football professional department, that could direct the interviews to other subjects and 

therefore, changing the findings or place more focus on the variable Sport Skills.  

For Sports Management, this research contributes in the sense that in order for the 

Football Sports Organization to achieve success in terms of gaining games and 

championships, it has to either enter or create a Network. 

Despite all limitations, this article has contributed to a better understanding of how the 

institutional environment and Strategic Networks influence a NPSO’s performance, 

which helps to understand, analyze and measure organizational performance.  

Academics can benefit from a model that sees organizations embedded in networks, not 

considered in the reviewed literature and in the practical nature of sports management, 

and can profit from a better understanding of how NPSOs behave and the main factors 

that might be considered to enter networks and how to measure their administrative and 

sports performance. Due to space limitations, all interviews transcriptions are available 

for further consulting. 

And for football fans it can be said, in addition, that it is very clear to state that becoming 

a world champion by itself does not turn the club into a world-class player.  
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APPENDIX I – Data analysis by word similarity –  

Pearson’s Correlation Coefficient Indexes  

 

Table 12: Pearson Correlation Coefficient – Data analysis by word similarity 

Source: Author, using NVivo 
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APPENDIX 2:  Consult by term – Results3 

 

Figure 20: Consult by term - "Brazil" 

                                                 
3 Since all interviews were conducted in Portuguese, this report only translated statements as samples for 

semantic analysis  
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Source: Author, using NVivo 

 

Figure 21: Consult by term - "Champion" 

Source: Author, using NVivo 
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Figure 22: Consult by term - "CBF" 

Source: Author, using NVivo 
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Figure 23: Consult by term - "Contract" 

Source: Autor, Using NVivo 
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Figure 24: Consult by term - "Growth" 

Source: Author, using NVivo 
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Figure 25: Consult by term - "Training Field" 

Source: Author, using NVivo 
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Figure 26: Consult by term – “Big” 

Source: Author, using NVivo 
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Figure 27: Consult by term - "International" 

Source: Author, Using NVivo 
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Figure 28: Consult by term - "Football Player" 

Source: Author, Using NVivo 
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Figure 29: Consult by term - "Libertadores" (South American Football Championship) 

Source: Author, using Nvivo  
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Figure 30: Consult by term - "Marketing" 

Source: Author, NVivo 
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Figure 31: Consult by term: Business 

Source: Author, Using Nvivo 
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Figure 32:  Consult by term: Opportunity 

Source: Author, Using NVivo 

 

Figure 33: Consult by Term: Politics 

Source: Author, using NVivo 
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Figure 34: Consult by Term “Relationship” 

Source: Author, using NVivo 
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Figure 35: Consult by term - "Ronaldo" 

Source: Author, using NVivo 
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Figure 36: Consult by term – Size 

Source: Author, using NVivo 
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Figure 37: Consult by term - Fan Base 

Source: Author, using NVivo 
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Figure 38: Consult by term – Stadium 

Source: Author, using NVivo 

 


