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Hiring full-time employees to sport clubs increases. Similar trend is seen among Finnish
Baseball clubs, yet thorough study has not been conducted whether the employment has
actually developed the clubs or not. There are currently 26 Finnish Baseball clubs that
have altogether 42 full-time employees. These clubs are the target of this study.

The main goal of this thesis is to find out whether the clubs have been able to develop due
to the hiring. Therefore, the impact of the full-time employment is observed by evaluating
the clubs’ financial state, management, and the daily operations. As a secondary goal, the
reasons and factors behind the employment, and some information about the work exe-
cuted is gathered. The purpose of the goals is to gather factual information and experi-
ences for the present clubs that have hired the full-time employee(s), and the clubs that
are about to, or consider the hiring. The commissioning party for this thesis is the Finnish
Baseball Association (FBA).

The study was executed as a quantitative research. A survey questionnaire via Webropol
was sent in the spring 2016 to the core people of the 26 Clubs: the chairperson, the em-

ployees (part-time/ full-time), and the board members. Total of 47 persons answered the

survey.

According to the results, it seems that majority of the clubs have been able to develop their
activity due to the impact of the full-time employment. The activity was generally found to
be more organized, and planned than before, and the clubs’ finance, management, and the
daily operations were improved, of which the daily operations was found to be the most de-
veloped area. The full-time employment effected positively on the member numbers in-
crease, yet the participation fees had increased.

Human resources was revealed to be an area that lacked development, both in terms of
the volunteer activity, and the working of the full-time employee. The questions concerning
the volunteer activity received the lowest results on each section they were asked. Further,
some difficulties were reported concerning the full-time employee’s job descriptions, and
changed, or increased work duties.

Based on this study, the Finnish Baseball clubs do develop due to the impact of full-time
employment. However, in order for clubs and employee to get the most benefit out the em-
ployment, there should be careful planning executed, and targets aimed before and during
the employment.
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1 Introduction

Societal changes in the environment, tightened competition, and growing expectations of
the participants of the sport activity, are just a few reasons for the growth rate for full-time
employment in sport clubs. Another major factor for the phenomenon in Finland is that the
government has started to support the hiring (Koski 2012a, 3). Further, in previous re-
search, like Koski (2012a), it is found that the full-time employment has developed the
sport clubs. These reasons apply for the hiring of full-time employees for Finnish Baseball
clubs too. (Malinen 25 May 2016.)

The commissioning party for this thesis, the Finnish Baseball Association, wanted a sur-
vey to be conducted to those Finnish Baseball clubs that have hired a full-time employee.
They wanted the key people of those clubs to act as assessors of the impact. The aim
was to find out whether the employment has been worthwhile for the studied clubs, and
whether it is something to encourage in other Finnish Baseball clubs in the future. Due to
this study they would have some concrete results about the possible developed, -and un-
developed areas, that they could utilize in further cooperation with their member Finnish
Baseball clubs. Especially, in Finnish sport club context, the information and findings of
this study can be deployed to other sports that are in similar situation.

The thesis begins with the literature review. The review underlies the reasons and factors
for increased professionalism in the sport context, and the significance of working in a
non-profit organization. Further, the functionality of a sport organization and its ability to
function efficiently are covered. Due to the delimitation of the work, the impact of the full-
time employees’ work is evaluated under three categories of operational areas. The areas
mainly concern the internal operations of the clubs. The operational areas are the key ele-
ments of the sport club’s functionality, like Koski (2012a, 16) notes that from the point of
view of club development, the functionality is a key term. The operational areas under
evaluation are the financial —and the managerial state, and the quality of the daily opera-
tions. The reasons and factors behind the employment are asked to discover the clubs’
needs for the employment, which could then be reflected to the results that the employ-
ment produces. The point of view of the full-time employee is rather limitedly covered. The
aim is to find out whether the working has been consistent, and whether it has undergone

changes from the beginning.



2 Sports Clubs changing

2.1 Changed society and effects on Sport Clubs

The benefits on physical activity are well known, and insufficient exercising among citi-
zens jeopardizes the health of the whole society (Opetusministerié 2008, 13). In Finland,
on population level, the physical activity has increased in form of organized exercise,
whereas functional everyday exercise has decreased (Opetusministerio 2008, 14). The
urbanization and life style changes have sped up the process, which growing wealth and
technological development aids. As the overall physical activity levels have decreased in
Finland, a need for organized and voluntary sports grows to replace and reinforce the de-
creased activity levels. The change is notified by the government too, and the emphasis
on preventative health care -actions are supported. (Opetusministeric 2008, 13-14, 26.)

Although the need for organized sport increases, organized sport does not only cover the
sport clubs’ activity. The citizens interest in well-being increases, and it is estimated that
the sport- and leisure business multiplies in the following decade. (Opetusministerié 2008,
16-18.) Different leisure activities are in competition, and the competition has built up the
pressure to increase the quality of the sport club activities too. (Opetusministerié 2008,
16-18.)

Another factor for the changed demands on sport clubs, is the acceleration of the whole
Western civilization towards a more efficient and organized society. The paradigm of com-
panies that seek profit and efficacy have started to spread to non-profit organizations too.
(Koski 1991, 3.) According to Koski (2012a, 6), sport clubs have become one of the lei-
sure providing services, and the participants of sport club activities have adopted new
customership —mindset, and require now quality of those services. For example, in a dis-
cussion about the increased fees in participation in children and youth Sports, there were
comments from leading Finnish sport leaders, journalists, politicians (and such) that
agreed that Finnish sport clubs have transformed towards producer subscriber -model.
Especially, in competitive sports where the professionalism is more visible, parents are
willing to pay for the quality training and coaching in order to get value for their money.
(sport.fi 2016.) Although, the quality of the training may increase, downside to this is that
the high participation fees in some sports do delimit the participation of low-income or

even middle-income families, and therefore increases the inequality. (sport.fi 2016.)



2.1.1 Effects on voluntary work

Societal and cultural changes have not evolved favourably for voluntary work over the
years. The time of individualism, commercialization, and diversity of working life have
transformed voluntary work toward shortsighted project based work. (Koski 2012a, 5-6.)
Temporality prevails in employment, residence, hobbies, and relationships. For some rea-
son commitment is not as desired quality, as it was a few decades ago (Opetusministerio
2008, 24).

However, according to a report by Opetusministerio (2008, 16), the volunteering numbers
have not actually decreased, but the use of time and commitment to the sport club activi-
ties have. In a report by Cusckelly, Hoye & Auld (2006, 26-27), similar results are seen in-
ternationally in volunteer involvement. An example of this is Australia, where the statistics
of consecutive ABS surveys (1996-2001b) indicated that volunteer careers have short-
ened, and the hours spent volunteering decreased. One the explanatories behind declined
enthusiasm in volunteering is the amount of administrative work. This is because running
a club requires nowadays more juridical, technological and financial expertise than before.
(Koski 2012a, 6; Opetusminsterit 2008, 16.) Civic engagement transforms due to
changes in voluntary work. Fading volunteerism requires replacement and reinforcement,

which professionalism can offer (Opetusministerié 2008, 24).

2.2 Sport Club activity in Finland

Civic activity in sport and leisure is an important part of the Finnish culture, and sport
clubs have a central position in organizing this type of activity. Therefore, they are re-
spected actors in the Finnish society, and receive vast support. There are around 6 000-9
000 Sport clubs in Finland. The emphasis of the clubs is in organization of children and
youth sports. In addition to taking part in sport activity, clubs offer social capital and oppor-

tunities for civic advocacy. (Opetusministerio, 2008, 16.)

Valo, the Finnish Sports Confederation, has set up rules for its member clubs, which gives
a good view of the general purpose of sport clubs in Finland. Here is a quotation of the

statute 2 § of the Finnish patent and registration office (translated in English).

The purpose of Sport Club

The purpose of a Sport Club is to advance sport and civic activity related in the
club’s operational area, so that everyone has an equal chance to participate in
health and recreational exercise, competitive and high performance sports, and gen-
erally participate in the association’s activities based on one’s abilities and needs.



3 Working in a non-profit Sport Club

3.1 Non-profit and for-profit organizations

There are roughly three kinds of public social organizations: public administration -, busi-
ness economical -, and non-profit organizations (see Figure 1. Economic sectors by mo-
tive). Business economical organizations’ main focus is on producing commodities and
services for profit. By collecting taxes from citizens, public administration maintains social
order and provides social services. (Koski 1994, 14.) Compared to the profit seeking or-
ganizations, a non-profit organization’s main purpose is not to make profit. Its activity is
not demanded by law, and it is usually operated by a certain social group that seek to con-
tribute for a common cause, and it is mainly based on voluntary work. (Anheier H.K. 2014,
272; Koski 1994, 15.) One other distinguishing factor is the specific resources and the ob-
tainment of those resources. (Ibsen & Seippel 2010, 597.)

Economic Sectors by Motive

Voluntary Sector

Private Sector Public Sector (Third Sector)
Funded by private Funded by public These organisations
individuals or groups money and are not-for-profit and
who invest capital in a overseen by the are non-
hope to receive state, these are governmental (not
greater capital in primarily driven by funded by state
return in the future. the their money). They often
Organisations in the requirement to plug gaps in a
private sector are offer services market that the
profit driven. which benefit the private and public
whole of society. sectors have failed

to fill.

Image 1. Economic sectors by motive (Bennet, 2014)

3.2 Resources

Sport clubs are usually operated with limited resources. Therefore, the obtainment of

those resources is important (Koski 1995, 86). Like private sector businesses, non-profit



organizations have to “balance their books”. These organizations can make profits and

losses, but the balance between them has to be within reason (Anheier H.K. 2014, 272).

Sport clubs’ resources differ from political and market actors. In an article about voluntary
organized sport in Denmark and Norway, it is noted that resources of high importance are
the member generated income and voluntary work. Public sector funding and sponsors
cover some of the income. The voluntary work and participation as a resource, is second
to none to the sport clubs. The declining tone of volunteerism causes difficulties in recruit-
ment and has led to monetary compensation of some of the work. (Ibsen & Seippel 2010,
597-598.)

The ability to obtain resources is vital for a sport club. However, the resource obtainment
is known to be rather challenging. In Misener & Doherty’s study (2009, 460) Gumulka et
al. (2005) notes that in Canada, compared to other non-profit organizations, sport organi-
zations have reported to have some fewer financial resources, and problems in obtaining
them. Especially, volunteers are more heavily relied on, and obtaining the “right kind of”

volunteers cause difficulties.

However, as an upside to the difficulties sport clubs face in resource obtainment, public-
sector funding in Scandinavian countries is relatively high. Similar to Finland, in Norway
and Denmark, public-sector funding is direct or indirect. In fact, if the amount of indirect
support of public expenditure on sport facilities is included, public-sector funding accounts
for nearly half of the associations’ income. (Ibsen & Seippel 2010, 599; Koski 2012, 7.)
According to Koski (2012a, 7), clubs in Norway and Denmark are validly comparable to

Finnish clubs.

3.2.1 The effect of increased expenses on resource obtainment

Since organizing the sports activity has become more expensive than before, the fundrais-
ing has become intensified and highlighted, especially in competition driven clubs (Niemi-
nen 2000, 9). Firstly, according to Nieminen (2000, 9) sport facilities have generally be-
come more expensive, and the demand of quality of those facilities has increased. Sec-
ondly, coaches and instructors are nowadays more trained and educated, and this in-
creases the expenses of organizing the sport activity in the clubs. In addition, some other
areas of sport organizing have increased the expenses, such as competition and events.
Inside competition, the main factors have been the demand of quality in facilities and
equipment, and the logistical costs. In event organizing some areas may require expertise

that costs extra, such as security measures. (Nieminen 2000, 9.)



The increased expenses, and success orientation, seem to require intensification in fund-
raising. According to Maenpéaé & Korkatti (2012, 25) especially success oriented clubs
tend to set unrealistically high success goals, on contrary to the resources they possess.
Therefore, they advocate the formation of realistic goals and clever management, in order
to keep the balance between the obtained funds and the expense ratio.

3.3 Leadership

In general business, manager’s job is to supervise and ensure that the product or service
turns out appealing to customers in order for sales to increase. In the non-profit context,
the managers direct these efforts toward more intangible goals, such as “improving public
health”. (Daft 2010, 11-12.) In case of sport clubs, the main purpose is to organize sport

activity to the public.

The activity however, is not the only area of leading that the sport club management has
to deal with. According to Maenpaa & Korkatti (2012, 22) leading a sport club requires di-
verse skills. One must lead the sport, administration and a sense of community. Further,
merely running the club on a daily basis requires time, yet there should be enough focus

to develop and reform the club. In addition to this, the external relations demand attention.

Leading a non-profit organization requires slightly different approaches, versus leading an
organization with paid employees. As according to Koski (1994, 57-58) the members of
the club are central to its potentiality, leaders must encourage the activity produced by the
people themselves. Daft (2010, 11) agrees that the key for any organization is the people,
and their ability to interact and perform together.

What type of a leadership sport clubs require then? In Koski’s study (1994, 58) Haggerty
& Denome (1991, 68-69) suggest that the club leaders should be inspirational in person,
organize events for members in order to lift up the atmosphere, and support the members
urge to develop themselves. The previous notions increase the member’s motivation to-
ward the organization, and the work they do. Therefore, management has a significant
role in member commitment. (Koski 1994, 58.) Suomen palloliitto (23) (The Football Asso-
ciation of Finland), reports that decreasing factors for member commitment are; ineffec-
tively organized activity, weak communication between leaders and other members, lack
or paucity of member training and education, and lack of appreciation on behalf of man-

agement.



In addition to inspiring and committing the members, a strong manager leads through a
vision and mutual goals. According to Haslam, Reicher & Platow (2012 13, 14) manage-
ment has to strongly inform the members about the goals and the reasons behind actions
made. If the members start to work for the cause itself, they gain motivation from the work,
and a need for carrots and sticks decrease. (Haslam, Reicher & Platow, 2012, 13, 14;
Hershey, Blanchard & Johnson 2001, 79.)

3.4 Future challenges

Sport clubs have to take into consideration their organizational environment and its effects
on them. The situation of present and future raise issues to which sport clubs need to re-
act in order to maintain or develop their activity.

Cuscelly, Hoye & Auld (2006, 10) point out that some governments have generally re-
duced their direct delivery of social services and welfare, and have started to shift the re-
sponsibility to the third sector actors such as non-profit organizations (Hodgkinson 2003).
This means that the public sector wants to growingly influence the club activities and
guide them toward public health promotion. This occurs, for example, when funding is
considered. (Ibsen & Seippel 2010, 604; Koski 2012a, 7.)

Furthermore, competition increases when different non-club sports generalize. For exam-
ple, different aerobics, weight training/ fitness, tennis, and swimming, as leisure activities,
increase their appeal against traditional club sports. Hence, clubs may have to consider
adapting to the changed demands. However, in a Danish survey in 1997, clubs were
asked whether they would change the activity towards market-oriented/population pleas-
ing direction; only 30% of the clubs advocated the change. (Ibsen & Seippel 2010, 603.)

One last external challenge lies in new control and administration of the public sector,
where the emphasis is shifted more and more on efficiency and goal-orientation. This will
build pressure on clubs’ administration, for example, when applying for subsidies. (Ibsen &
Seippel 2010, 604; Koski 2012a, 7.) The previous notions predict challenges to the tradi-
tional sport club-working environment, where the working may intensify due to the in-

creased expectations.



4 Professionalism in Sport Organizations

In societal development, professionalism typically generalises. Therefore, naturally sports
and recreation organizations also professionalize at moderate speed. Professionalism
means creating more organized and specific procedures and policies, and specifying the
distribution of work. (Koski 2012a, 32.)

In Finland, the full-time employee numbers in Sport and Leisure have grown. Around

17 000 people are employed to work in the operational field of sport, or maintenance of
sport facilities. The distribution is around 6 000 in private sector, 5 000 in municipalities,

3 500 in Sport Clubs, around 2 000 in school (and other educational establishments), and
in other national Sport Organizations around 600 employees. The growth rate for full-time
employment in sport clubs is estimated to be 5-20 % a year. Volunteer participation num-
bers are around 500 000 per year. (Maenpaa & Korkatti 2012, 9.)

Although according to Koski (2012a, 6), a need for a professional in most of the sport
clubs is not realistic, the pressure towards employment exists. As discussed earlier in this
paper, the clubs face growing challenges internally and externally. Further, the increased

expectations do not seem to agree with fading volunteerism (Koski 2012a, 6).

4.1 The situation in Finnish Baseball Clubs

Football is the largest Sport Association in Finland by registered players, and it operates
with around 1 000 Football clubs. In season 2015-2016, The Finnish Baseball Association
has 167 registered clubs (in addition to this there are 97 non-registered but active clubs),
and around 14 800 licenced players. Just to compare these two sports, The Football clubs
had nearly 400 full-time employees in 2014, whereas Finnish Baseball clubs have cur-
rently 42. (Palloliitto, 2014; Sporttirekisteri 2016.)

The first full-time employees were hired in Finnish Baseball clubs around year 2010. One
of the main pushes was the subsidy granted by the Ministry of Education (today the Minis-
try of Education and Culture). The subsidy was granted eventually for 200 clubs to support

the employment and other operational projects. (Koski 2010, 4; Malinen 25 May 2016.)

Defining factors for full-time employment in Finnish sport clubs is the size of the club and
the orientation toward competitiveness, and success in competition. These type of clubs
are most likely to hire or consider hiring a full-time employee. (Koski 2012a, 10.) Accord-

ing to Malinen (4 August 2016) the same trend is seen in Finnish baseball clubs.



Along the way, the FBA has organized educational sessions and seminars to support the
full-time employees and their clubs. According to Malinen (25 May 2016) the education
has concerned the following themes:

o Employees work -and time management development - how to manage the work-
ing time in order to prevent the overload

e Increase employees’ awareness of their rights as an employee, and the clubs’
awareness of its responsibilities as an employer

e Inform the clubs about their possibilities concerning the employment e.g. subsidies
and job support

e To share information and knowledge among the clubs — how the other clubs have
implemented the operations that are under development in other clubs

The clubs need support now and in the future. Vilanen (2013 4, 32, 34) in her thesis -
“Sport club as an employer” points out that the phenomena is relatively new, and the work
in the clubs diverse and subject to change. Now that hiring is supported, the clubs in need
of a professional are eager to hire. However, there lies a threat where sport clubs lack or
may not be aware of decent managerial work. Further, the workload may increase as due
to the hiring the activity presumably expands.

4.2 Previous research about professionalism in sport clubs

Koski has conducted an extensive research published in 2012, about the impact of full-
time employment in sport clubs called “Palkattu seuraan — mitéa seuraa” (translation in
English: The consequence of full-time employment in a sport club). The point of the re-
search was to study an operation where The Finnish Ministry of Education granted a sub-
sidy for 200 sport clubs to support the employment of full-time employees, and other oper-
ational areas of the clubs. The goal was for clubs to develop quantitatively and qualita-

tively.

According to the results, most of the clubs had developed in the wanted direction. In the
developed clubs, the participant numbers had increased, and the activity diversified and
expanded. In terms of volunteerism, some clubs had perceived positive development and
some declined. In approximately half of the clubs, the motivation levels had increased due
to the new employer. Generally, the employment effected positively to clubs’ resource ob-
tainment. It was found that the children’s participant fees had increased around 200 euros

per individual. The operational environment in the clubs turned more organized, and the



activity got planned more carefully. In terms of goal orientation, the activity was better tar-
geted, and the general atmosphere was perceived to have uplifted rather than impaired.
Generally, the most developed single area seemed to be the “willingness to develop the
club”, whereas most problems occurred in volunteer resources and activation. (Koski
2012a, 1-2.)

This study utilizes Koski’s study and approach to some extent, because he has basically
studied the same phenomenon, yet more extensively, and across sports. Since Koski has
studied the impact of full-time employment on the Finnish sport clubs, it seemed suitable
to utilize his framework in case of studying Finnish baseball clubs too. The final part of the
literature review presents Koski’s approach to observe the sport club’s functionality, and

further some research, that was found to support his approach.
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5 Organizational effectiveness

Sport club is a specific kind of an organization. It is committed to produce services

with limited resources and employees, and accomplish this as low cost and efficient as
possible. (Daft 2013, 13.) In order to evaluate how a sport club functions most effectively,
one must find out which dimensions influence the functionality of the sport club (Koski
2012a, 16). Once the dimensions are defined, the impact of work can be evaluated
through the functionality of those dimensions. Like in this study, the impact can be meas-
ured when the Finnish baseball clubs evaluate their possible development in different ar-

eas of their operations, after the commencement of the employment.

Daft (2013, 12) defines organization as an activity system that is: 1) social entity, 2) goal-
directed, 3) deliberately structured and coordinated, and 4) linked to external environ-
ment. In other words, organizations’ whole purpose is to attain goals by coordinating peo-
ple and resources, and perform essential functions to forward the process. Further, inter-
nal interaction (between the organization employees) and external interaction (between
the organization and its environment; customers, competitors etc.) are necessary for or-

ganization’s functionality. (Daft 2013, 12.)

Koski (1991, 20; 1995, 86) points out that sport clubs differ notably from general profit
driven organizations, and therefore it is relatively difficult to find comparative organiza-
tional effectiveness studies applying to sport clubs. Therefore, Koski (2012a, 16-17) has
created a model of Organizational Effectiveness of Finnish Sports clubs (OEFSC). Here is

a quote from Koski's research:

The model of Koski's (1991; 1994; 1995; 2009) organizational effectiveness of Finn-
ish sports clubs (figure 5) is compiled by reflecting the progression of organizational
theories, and the literature of the topic, and it is leaning on long term sports club —
analysis. (Koski 2012a, 16.)

Koski approaches sport club as a holistic entity, where its effectiveness consists of differ-
ent dimensions. If some of the dimensions fail to work, it effects the whole entity. The term
“effectiveness” in case refers to the rationality of functions of the clubs. (Koski 1995, 86;
Koski 2012a, 16.)

11



5.1 The dimensions of effectiveness

The model of Organizational Effectiveness of Finnish Sports Clubs consists of 6 dimen-
sions. The image of OEFSC (see image 2) is formed with 5 dimensions, however later on
Koski (2012a 16-17) has added the VI ™ dimension which is the continuity. In this model
sport clubs as an open system exploits the possibilities and resources of its environment,
and produces the services back to the environment for use. (Koski, 1995, 86.)

ESOURCES OF AIMS
@ INTERNAL ATMOSPHERE

@ABIL(TY TO OBTAIN REALIZATION
R

EFFICIENCY OF
THROUGHPUT PROCESS

nputs | —> SPORTS CLUB S ——
Throughputs
I Feedback

@ GENERAL LEVEL OF ACTIVITY

Image 2. Effectiveness dimensions of a sports club as an open system (Koski 1995, 87)

The first dimension is approached with the system resources model, and is The ability to
obtain resources. This means the resources that club has to obtain from its environment;
such as members, volunteers, sponsors, facilities, equipment, money and expertise. In
this dimension the club’s size and its relations to its environment are highlighted. (Koski
1994, 38-39; Koski 1995, 86; Koski 2012a, 17-18.)

The next two dimensions are covered with internal process approach. The focus is on the
internal health and efficiency of the club. The efficiency of the throughput process is evalu-
ated especially in success oriented clubs. This covers, for example, the long term- and
short term planning, leading, division of labor and the process of operating efficiently with

minimal resources. Internal atmosphere is the second dimension of this section, and it is a

12



valid measure for a non-profit — volunteer based organization, where “togetherness” is one
of the key values. (Koski 1995, 39-40; Koski 1995, 86; Koski 2012a, 17-18.)

The fourth dimension is seen through the goals model. The realization of the aims is for
clubs to evaluate the efficiency of their producing, and compare that to the set goals. For
example, as success oriented clubs’ aim is to produce successful athletes and teams,
their performance and success in competition can be compared to the goals they have
set. Further, in this dimension, the teams’ or groups’ general activity levels can be evalu-
ated. Problems in this approach may occur when clubs have many goals, or the goals are
subjective and unofficial. Hence, if they are not clearly written down, they are difficult to
follow. (Koski 1995, 40; Koski 1995, 87; Koski 2012a, 17-18.)

The fifth dimension is the general level of activity, and it refers to the club’s visibility and
the scope of activity. An ideal club is active toward its environment, well-known and pos-
sesses a positive image. The evaluation of this section can be done by reflecting the
club’s public image and external communication. Further, the willingness to develop the
club belongs to this dimension. The final dimension is the continuity, that is simply ex-
plained by the club’s ability to ensure that there are continually people working for the club

(and not necessarily the same people). (Koski 1995, 87; Koski 2012a, 18.)

5.2 Similar approaches to non-profit organizational effectiveness

Another approach that was found to support Koski’s view of organizational effectiveness,
is collectively reviewed in this section. This slightly similar model is called “Conceptual
model of organizational capacity” (see Image 3), and it was originally developed by Hall.
et al. (2003) to assess qualitatively the capacity of non-profit-voluntary organizations in
contributing to Canadian public. (Hal. et al 2003, 1.) The model was specifically designed
to serve the non-profit and voluntary sector, and it utilizes 5 dimensions. The five dimen-
sions of the model are; human resources capacity, financial capacity, relationship -and
network capacity, infrastructure -and process capacity, and planning -and development
capacity. (Misener & Doherty 2009, 459, 462.) The background idea is similar to Koski’s
model. Hall et al. (2003, 4) describe the model as the organization’s ability to exploit or
harness variety of organizational capital in order to produce the desired outcomes and
outputs. Furthermore, the capital maintenance and development is depended on external
factors and environment, and the availability of human —and financial resources. Eisinger
(2002, 117) points out that effective organizations seem to possess a wide range of ca-

pacity attributes, and be able to mobilize them in order to fulfil their missions.
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Environmental
Constraints and
Facilitators
Economy,
Political environment,
Public puli()’.
Legal / Regulatory,
Public trust,
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nonprofits, businesses
and govemment,
Physical environment

Access to Resources
Human resources,
Technology,
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Information,
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(Brand equity)

Historical Factors
Past behaviour, activity
and effectiveness,
Norms and values

Image 3. Conceptual model of organizational capacity (Hall et al. 2003, 7)
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Advocacy
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Changes in behaviour

Another study where the “Conceptual model of organizational capacity “is utilized, is
Misener and Doherty’s (2009) study, where the impact and nature of organizational ca-

pacity is studied in a non-profit community sport club. Similarities to Koski’'s study
(OEFSC) is found, as they seek to identify the factors that have a key role in organiza-
tion’s ability to fulfill its mission, which in this case is to provide sport opportunities in the

community. Further, they too advocate the multidimensional approach to the process.
Therefore they utilize Hall. et al.’s “Conceptual model of organizational capacity” as a
framework for their study. (Misener & Doherty 2009, 457.) They found that the results
were relatively consistent with Hall. et al.’s (2003) study results (Misener & Doherty 2009,

478).
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6 Empirical part

6.1 Theresearch aim and problem

The goal of this research is to find out the impact of the full-time employment on the Finn-
ish Baseball clubs, that have hired a full-time employee. The evaluation is executed by ob-
serving the clubs’ financial situation, managerial situation, and the state of running the
daily operations. As a secondary goal, the reasons and factors behind the employment,
and some information about the work executed is gathered, in order to share information

about the experiences of the clubs that have hired the employee.

The commissioning party of this research is the Finnish Baseball Association. The study
would provide them valuable information about the impact, causes and reality of the em-
ployment. This information would especially serve the already hired clubs, and the clubs
that are about to, or consider the hiring. The hiring of full-time employees for Finnish
Baseball clubs is increasing, and updated information is needed whether it is a path worth

following or not.
The main research question is:
Do Finnish Baseball clubs develop due to the hiring of a full-time employee?
Specifying questions are:

- Has the club’s financial state improved?

- Has the state of management and the daily operations improved?
Specifying questions for the secondary goal:

- What has led to the hiring?

- What is the situation of working of the full-time employee(s)?
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6.2 Methodology

The research problem is solved with a certain methodology approach. The information is
gathered based on the research problem, and the population sampled according to gather
best results addressing the problem. (Heikkila 2014, 17.)

According to Heikkila (2014, 12) in an empirical study a hypothesis can be developed from
theory covering it. In this case, the hypothesis according to previous similar research has
indicated that hiring a full-time employee to sport clubs is generally perceived to have a
positive effect on the clubs. This is called deduction and it enables the quantitative method
to be used to solve the problem. This means there is found previous theory to explain the
research problem. (Kananen 2015, 66.) In this research the same hypothesis is surveyed
but applied to concern more specific group of clubs: Finnish baseball clubs, in Finland.
Furthermore, specifically from the point of view of the key people responsible for running
the club.

6.2.1 Selection and sampled group

The commissioning party of this thesis, the FBA, wanted to delimit the survey from the be-
ginning. This was because they wanted information to be gathered from the core people
of the organization, because they would have the most specific knowledge about the ac-
tual work of the full-time employee. The people would be the full-time employee(s), and
the chairperson of the club. However, there are currently around 26 clubs that have a full-
time employee hired, and therefore there was a risk that the response rate would stay low.
Hence, after some consideration the survey questionnaire was decided to be sent to the
selected clubs’ part time employees and board members. As full-time employment in Finn-
ish Baseball clubs is relatively new, this seemed like a place to start to gather experi-

ences.

However, it is reasoned to acknowledge that in a sport club there are other members that
the full-time employment has an impact on, such as players, coaches and volunteers. In
this case, they have been ruled out for not seeing the working process clear enough, and
therefore not being equipped to answer all the questions necessary. In this study, the aim
is to gather information from a relatively small group of people. There are under 100 re-
spondents; therefore, census is used to interview every member of the population. (Ka-
nanen 2015, 204; University of the West of England 2016.)
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6.2.2 Collection of data

As guantitative method is used, the most common way to conduct the research is a sur-
vey research, which is used in this case. (Kananen 2015, 197.) An internet survey is used
to collect the data. Internet survey strengths in this case are low cost, time efficiency (for
both questioner and respondent), and an ability to make relative generalization over mat-
ters. (Glasgow 2005, 1-1; Heikkild 2008, 18.) The weaknesses appear when unintended
participants answer, or the nature of responses is unclear, that could be due to misunder-
standing of the questions, or intentional misreporting. (Glasgow 2005, 1-1; Heikkila 2008,
18). The data collection tool in this case is an internet questionnaire created with Webro-
pol 2.0.This is an online tool that provides surveys and analysis. (Webropol 2012.)

6.2.3 Survey instrument

The questionnaire consisted of 7 sections; background information, financial situation (1 &
2), management development, quality of daily operations, full-time employee’s job de-

scription, possible changes in work, and reasons and factors behind the employment.

Most of the question types used in this questionnaire are closed and structured opinion
questions, where the Likert scale (surveymonkey 2016) is used from 1 to 5 as equally
spaced continuum. The advantage of the structured questions is the ability to answer
quick, and the easiness of statistical processing. The weaknesses lie in the respondent’s
possible leading, and the fact that one may answer rapidly and in a neglectful manner.
(Heikkila 2008, 49.) Further, a multiple-choice question and two open questions were uti-
lized.

Six persons tested the questionnaire, before it was sent to the 26 clubs. It was sent per-
sonally via e-mail to 64 respondents that were either full-time employees or chairpersons.
It was then their responsibility to share the link further to their club’s board members and
part-time employees. The response rate would probably have been better, if the link was
sent to the latter mentioned respondents individually, however, this was not possible due
to the lack of contact information. The time-limit for responding was set to be two weeks.
During the last week a reminder e-mail was sent to the 64 respondents, and a news item
was published at the FBA' s web pages: http://www.pesis.fi/?x21605=21694180. These

measures really activated the respondents.
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6.2.4 Analysis of survey data

Structured opinion questions were analyzed by the average, and the standard deviations
(Tilastokeskus 2016) were noted to get an idea of how centralized the findings are. In ad-
dition, the percentages of the responses were utilized to describe the findings in greater
detail. The open questions were organized and evaluated by picking up the most common

themes occurring in the answers.

6.3 Validity and reliability

Through every step of the scientific research, the transparency of one’s work has to be ev-
ident. This means that every stage of the research has to be documented, in order for an-
yone to follow and analyze the choices and results the author produces. (Kananen, 2015,
66.) Validity means that the research needs to truly discover answers to the questions set.
This means that the research needs to be planned carefully to cover the research problem
as a whole. Validity in overall rises when essential questions are asked, response rate is

high, and sampled group is carefully selected. (Heikkila 2008, 27.)

Reliability stands for the accuracy of the results, where the study is repeatable and the re-
searcher is able to interpret and analyze the results correctly. In addition, the sampled
group has to be large and comprehensive in terms of finding the right respondents, and

receiving sufficient amount of answers. (Heikkila 2008, 28.)
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7 Results

The survey questionnaire consisted of six sections in addition to the background infor-
mation. Basic questions were asked in the background section, such as age and gender.
However, the most important objective was to find out in which role the respondent was
operating in the club, and whether he/she had been operating over or under a year. The
role is considered an important knowledge, in order to see whether there was variation in
opinions depending on the role that the respondent has in the club. This way four different
respondent groups could be separated when the results were viewed (see Figure 1). Fur-
thermore, the duration of the employment was important to acknowledge, because if there
were many “under a year” —operated respondents, the overall results would have to be
looked at more critically. This was naturally because of the lack of time they had been
working in the club.

1. Background information

I am:
Number of respondents: 47

Cther board
member: 14 .

Full-time
employee; 22

Part-time
employee: 2

Chairperson: 9

Figure 1. Distribution of respondents based on their roles in the club

There were total of 47 responses to the questionnaire from potentiality of 26 different
clubs. If we look at the main target group: the full- time employees and chairpersons, they
accounted for 31 out of 47 respondents. This is over 50% of the total respondents, and

means that majority of the opinions came from the target group.
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If every potential respondent had answered, the total respondent number would have
been around 300, as there are approximately 1-2 part-time employees, and 3-6 board
members per club. However, as mentioned before, this was not likely as it was completely
up to the target group to share the link. The other background information concluded that
there were 9 women and 38 men, and the respondents’ average age was 30-44 years.
85% of the respondents had worked over a year. Further, 6 out of seven of the “under a

year” respondents were full-time employees.

7.1 Financial situation

The first section after the background information was to evaluate the current financial sit-
uation of the club (see Figure 2). This section consisted of structured opinion questions
about the clubs’ financial situation. The Likert scale was used to scale the responses with

a pre-coded scale from 1= completely disagree to 5= completely agree.
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5. Financial situation

Next we will present claims about the financial situation of your club. Click the best suited option. Give your

response according to the time that the full-time employee has operated in the club.

N= 47
The overall average: 3, 54 (and averages after each question)
Standard deviation: 1, 14

0% % 10% 153% 20% 23% 30% 3% 40%

Member numbers have increased
{including licenced -and hobby
players)

3, 62

The number of other participants
has increased (who have paid the
membership fee)

3,45

The participant numbers of
baseball school (and those who
possess the baseball school
pass) have increased

3,45

The fundraising has intensified

3, 66

The general financial state of the
Club has improved

3,55

W Completely disagree @ Somewhat disagree M MNor agree, neither disagree © Somewhat agree
W Completely agree

Figure 2. Financial situation of the club
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According to the results, there has been a moderate increase in the member numbers.
Approximately 57 % of the respondents either somewhat — or completely agreed that the

member numbers had increased.

Nevertheless, there is one notion worth mentioning, and it is in the answers to the ques-
tion regarding “Baseball School participants”. Majority of the respondents gave either a
neutral or “completely agree” answers, which could indicate that some of the clubs have
been significantly more active in their efforts to organize the schools, and some more pas-

sive, or at least not very active.

The improved fundraising scored the highest average in this section, having approxi-
mately 60 % of answers on positive side of the scale. The general financial state has im-
proved very moderately. Naturally, out of other questions, this is something that requires

the longest time to develop.

7.1.1 Financial situation

The second section of the “Financial state” aimed to discover if there had been increase in
the cost of participation, and if this was the case, what had caused it (see figure 3). The
question was optional but all the respondents gave an answer for it. This was a multiple-

choice question, and there was a possibility for an open answer: Other, what?
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6. Financial situation

If the expense of participating the sport activity has increased, the reason has been the following:

Pay attention, you can choose more than one option!

N=

47

Other, what?: 5% |

The expenses
have not I
increased. 11%

Increase in facility
rent: 24%

-~

Transition to
higher level in
competition —
(league, division
etc.): 15%

Increase in
coaching
expenses: 22%

Increase in
administrational
expense; 24%

Figure 3. Reasons for the possible increase in expenses in participation

According to the results, approximately 89% of the responses agreed that the expenses

had increased in some way in the clubs. Especially, 72% of under a year respondents

gave an answer that agreed that “increase in administrational expense” was the main fac-

tor for increased expenses in their clubs.

The 5% of the respondents chose the open answer option and the explanations provided

were:

The increase in expenses has been moderate due to intensified fundraising

As member numbers decrease, the expenses per person increase (it is presumed
here that this means per employed person)

Hiring a full-time employee

Extended/ long distance travelling to games, and that the junior participant numbers
have stayed low

The reasons such as increase in administrational- and coaching expenses indicate to the

hiring expenses of some sort of work.
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7.2 Management development

This section was to find out whether there were indicators for possible development in the
club management (see figure 4). The questions consisted of structured opinion questions,
and the answer was to be given on Likert scale from 1= completely disagree to 5=com-
pletely agree.

7. Management development

We will present claims about the Management development in your club. Give your response according to the
time that the full-time employee has operated in the Club

N=47

Average: 3, 78
Standard deviation: 1, 02

Leading the Club is more planned

3,85
than before

The Cluk’s goals are more clear to 3,91
the actors

Distribution of work has improved 3,83

Yolunteer numbers have increased 3,49

Yolunteers are more commited 351

The communication has improved 411

Figure 4. Management development in the club

The first three claims were clearly perceived to have improved receiving “somewhat
agree” and “completely agree” answers from 66-78 % of the respondents. As soon as the
guestions began to consider the volunteers, the rate of neutral answers grew, especially in
“volunteer commitment” covering 43 % of the answers. “The volunteer numbers have in-

creased”, received most negative answers of this section with 17 % of the respondents.

7.3 Quality of the daily operations

This section evaluated the clubs’ daily operations. Structured opinion questions and the
same Likert scale is used in this section as in the previous one. See figure 5 “The quality
of the daily operations”.
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8. Quality of the daily operations

Next we will present claims about the quality of the daily operations in your Club. Click the best suited option. Give your

response according to the time that the full-time employee has operated in the Club.

N= 47
Average: 4, 03
Standard deviation: 0,77

1 2 3 4 3
Day to day coaching and 417
instructing has intensified :
The everts (&.q. games) are better 411
organized !
Yolunteer activity has been
developed 3,83
General atmosphere of the Cluk is 4,02
Lplitting

Figure 5. The quality of the daily operations

According to the results, the greatest improvements are seen in this section due to the hir-
ing of the full-time employee. The intensified coaching and instruction scored the highest
average, which is an excellent result, as the sport activity is in fact the ultimate reason for
sport clubs to exist. The “Events (e.g. games) are better organized” also received a large

support of 79 % of “completely —or somewhat agree” answers.

Further, a positive notion is that at least 68 % of the clubs had attempted to develop the
volunteer activity to some extent. The uplifted atmosphere in several clubs has surely

been one of the forward pushing forces in the daily operations.

7.4 Full-time employee’s job description

This goal of this section was to find out what is the emphasis of the full-time employees

work at the clubs. There were three categories of work duties, and the respondent had to
mark on Likert scale how much of one’s work distributed to each section. The Likert scale
was from 1= not at all, to 5= very much. See figure 6. “The distribution of work of full-time

employees”.
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10. The job description of the full-time employee

Please mark how much of the full-time employer’s work distributes in the following areas in your opinion:

N= 47

Dperative work (2.9, 3498
coachinginstructing, educating and -
other work on the figld)

Administrational work (e.g.
communication, fundraising, planning, |
financial management, other office
work)

Club development (e.9. strategic |
planning, taking part in education)

Figure 6. The distribution of work of a full-time employee

As seen, the results indicated relatively even distribution of workload in the areas, with
slight emphasis on operative work. Only one full-time employee and a board member an-
swered that none of the work was in this area. A positive piece of information is that the
“Club development” was not neglected, but received slightly over 50 % of “plenty” (4) and

“very much” (5) answers.

However, an interesting anomaly is found when the respondent groups are separated. A

minor distinction in opinions occurs between the board and the employees (see Figure 7).
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10. The job description of the full-time employee
Please mark how much of the full-time employer’s work distributes in the following areas in your opinion:

N= 47
3 4

Operative work (e.g. coaching/
instructing, educating, other work in - [

the field) I.' \

)

)

J

I

II

Aclministrational work (2.9.
communication, fundraising, planning, |
financial management, other office

work)

Club development (e.g. stratetig
planning, taking part in educations)

___ Paatoiminen tydntekija Fuheenjohtaja __ Osa-aikainen tydntekija
(M=22) (M=5) (M=2)

_ Muu luottamushenkild
(M=14)
Figure 7. The job description of a full-time employee — respondent groups separated

(Translation: Blue line: Full-time employee, Green line: Chairperson, Red line: Part-time employee,

Yellow line: Other board member)

7.5 Possible changes in work
This open question was a follow up for the previous section of the job description of the
full-time employee. The aim was to get a view about the situation of working after the em-

ployment and whether it has changed from the starting point. This question was also op-

tional, and 15 people responded to it.
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11. If the full time employee’s duties have changed from the starting point, describe

shortly how.

Respondents: 15

There were found roughly two types of comments for this question. The other comments
were about the increased workload in different areas, and the others about the changes

that have been made in order to delimit and/or proportion the increased or changed work.

Some comments were about the clubs where the activity had expanded, and the workload
of the core people of the club was increased. Especially, in smaller clubs, the expanding
and growing work burden the small staff. Specific comment about this was a transition
from doing certain areas of work to doing all-kinds of work and routine business. One of
the comments stated:” The full-time employee has now 50% more work than in the begin-
ning”. In addition, the job of fundraising was mentioned to have increased in a few com-

ments.

The other comments were about the improvements in delimiting or sharing the work from
the starting situation. This information is positive and indicates that some clubs had re-

acted in the changed or increased workload. One of the comments stated: “The work has
been distributed to other members of the club, so that the work does not burden only one

person. Therefore, the activity has improved”.

7.6 Reasons and factors behind the employment

The aim of this section was to find out what had originally been the reasons and factors

that had led to the hiring decision. This was an open question.

12. Reasons and factors behind the employment

Summaries freely, however shortly on the text box below:

Respondents: 47

The answers touched on repeatedly six themes. The most common themes that occurred
in the comments were almost equally the “Running everyday operational and administra-
tional work”, and “The development and intensification of coaching, especially on junior

level”. In addition, club development was found across multiple comments.
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Responses under the “Running everyday operational and administrational work” high-
lighted today’s amount and scope of work that the former volunteerism cannot cover any-
more. The competitive level was mentioned a few times and its effect on club’s ability to
run things at a more demanding manner. In this context, the need for general profession-
alism, and the increased amount of marketing, communication, and fundraising was men-
tioned.

Additionally, a few comments were about how the “routine business” in the clubs requires
somebody there full-time, concerning both operational and administrational duties.

Here are a few quotes from the answers concerning this theme: “There has to be full-time
employees who run routine business, nobody has enough time to run these things volun-
tary based anymore”. “Superpesis (the highest level of adult competition in Finland) re-

quires full-time employee to take care of the marketing and communication”.

The second theme that had multiple mentions was “The development and intensification
of coaching, especially on junior level”’. This theme had two clear statements; that there is
or should be a Junior Manager in the club, and that the junior and member numbers have
to be increased. A few clubs mentioned that they have already hired a second Junior
Manger, or are about to hire the first one in the future. This is because the size of this sec-
tion in the clubs is usually the largest, and the growing demand on quality coaching, and

competition level requires better organization.

The third theme concerned the need for professionalism, and the hired employees’ skills
and competence as a reason for the employment. “Employee’s expertise in the field of
Finnish Baseball” and “Club’s will to professionalize their activity” were sentences that oc-

curred in many of the comments.

The fourth theme was the decreased numbers of volunteers in the clubs. This was shown
in the comments as the increased need for volunteers and a need for new people to boost
the activity. In addition, the challenge of the club development only by volunteer effort was
mentioned. Furthermore, the last two themes were the granted subsidies, and that the
club had grown and its activity had spread. The granted subsidies were mentioned in

three comments, and the club growth in six.
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8 Discussion

The impacts of full-time employment on Finnish baseball clubs was not directly studied
before. The sharing of the experiences had based so far on the meetings and educational
sessions of Finnish Baseball community (Malinen 25 May 2016). Therefore, the study was

very topical.

Pointing out from the literature review, functional sport club is based on organizing quality
sport activity, and running the “machinery” that enables this, in all its areas of operation.
The sport club operates in a certain environment, that effects its activity. However, be-
cause of the delimitation in the beginning, observation of this viewpoint was quite narrow.
A sport club seems to be successful when the areas of operation work in synchronization,
and towards clear goal(s). In this study, the core people of the clubs evaluated their suc-
cess in different operational areas, and accordingly the success points and areas of devel-
opment were found. Simply, whether there had been notably more success than develop-
ment areas, the impact of the employment had been profitable. However, the areas of de-

velopment should not be overlooked.

Although, the response rate in this study was relatively good, in terms of validity, espe-
cially the chairperson rate could have been higher, when comparing to the number of re-
sponded full-time employees. The fact that the questionnaire only covered the opinions of
the core people of the clubs naturally decreases the validity to some extent. Especially,
other people who are actively involved in the club activities (some coaches, athletes, vol-
unteers etc.) would have had a good view of the club’s activity level in general, and their
opinions would have broadened the perspective for sure. Nevertheless, the sampling of
that group to the study would have been challenging. For example, the definition of “being
an active club member” could vary depending on person looking at it. Around 7% of the
respondents were “under a year worked respondents”, therefore there was no need to
look at the overall results more critically for that matter. However, the other category of
“over a year worked respondents” could include people with various extents of working
times, and from that point of view, some criticism is advisable to apply. Koski (2012a, 84)
recommends that at least 3 years should go by before more accurate results of the em-
ployment can be measured. In this study, such delimitation would have decreased the re-
sponse rate too significantly, and thus was not an option. Furthermore, a validity-increas-

ing notion is that the answers between the respondent groups did not vary significantly.
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8.1 Theimpact on financial situation

Generally, the financial state in the clubs was rather improved than regressed. This
touches on the evaluation of the “ability to obtain resources” of Koski’'s model (OEFSC),
as the acquiring members/ participants, and fundraising refers to the resources the club
obtains from its environment. The clubs were moderately improved in resource obtain-
ment. However, in terms of Finnish Baseball School participants, some differing opinions
were found. As explained in the results of this thesis, some clubs reported to have great
increases in these participant numbers, and some could not tell. As the Finnish Baseball
Schools are indeed the grassroots level of Finnish Baseball, the impact of success in or-
ganizing the schools is relatively straight way to increase the member numbers. Hence, all
the clubs would benefit from investing in this area.

As disclosed in the literature review, due to the increased expenses in running the sports
activity, the fundraising was found to have intensified in Finnish Baseball clubs too. This
information has its pros and cons. Pros being naturally the fact that the clubs operating
with limited resources benefit from monetary income, for example, according to one com-
ment intensified fundraising had lowered the participation fees. Cons, according to some
comments, revealed that the work would start to emphasize too much on fundraising. This
again might burden the employee, and take too much of his/her focus considering the
other designated work duties. Jari Malinen, Head of Youth and Clubs (FBA), agreed that

based on his experience, this trend is seen actually in quite many clubs.

Another aspect of the financial situation that interested the commissioning, party was that
if the expenses of participation had increased, and if so, what have been the reasons for
this. As seen from the results, the outcome was unanimous: 89% of the answers pre-
sented that the expenses had increased, of which around 50% indicated to the employ-
ment as a factor. The employment does have an effect on the expenses of participation.
This was to be expected since, for example, Koski (2012b, 6) too, found out that after the
employment his target sport clubs had had participation fees to increase around 200 eu-
ros per year, per participant. As discussed, the increase in expenses in sports is today’s
trend. However, Malinen, and other sports leaders etc. (see page 3.) agree that parents
according to new customership -mindset are willing to pay. However, one comment is a
great example that presented how the club has been enabled the entrance to the grass-

roots level as low cost as possible:

Leader project for years 2016-2017 for club development. As a club strategy, we have the
lowering of junior participation fees. In concrete terms, a free Baseball School, and that the
club pays for the coaching and facility expenses for under 10-year old juniors.
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It would be interesting to find out, how they will implement this in practice if this is to con-
tinue after the Leader project -subsidy. The resources of sport clubs seem to be already

limited, and the member generated income a significant source of income for the clubs.

The fact that the employment seems to be a factor for increased expenses, is something
to take into consideration when the employment is planned on. For example, what will be
the procedures for continuing the employment, and if the participation fees raise will be
one of them. This especially, if the employment is done with assistance of subsidy or
grant. According to Hall et al. (2003, 28, 32) project funding has a nature of leading to hu-

man resource difficulties.

8.2 Theimpact on management development

According to the results of Koski’s study (2012a, 51) the planning, organization and con-
formity of procedures were significant improvements after the employment of a profes-

sional. This seemed to be the case in this study too.

Especially improved areas were the communication, and the goal clarification. However,
there was one interesting area that differed from Koski’s study results, and that was the
communication. Koski (2012a) studied around 200 Finnish sport clubs, and found that ac-
cording to club management and full-time employees, for some reason, the internal com-
munication was not significantly improved. In this study, it was in fact the most developed
area of the “Management development”. However, as a distinction “communication im-
provement” was asked generally in this study, whereas in Koski’s study the question con-

cerned the internal communication.

Although, the questions considering the volunteer recruitment, and commitment were gen-
erally evaluated over the average, they are clearly the two least developed areas in this
section. Nevertheless, a positive fact is that they did not seem to have decreased on the
contrary to the trend prevailing. This is consistent with Koski’'s (2012a, 35) study results,
which found that due to the full-time employment it was more likely to acquire more volun-
teers to the activity than lose. Since, the sport club activity in Finnish Baseball is still
mainly based on volunteer work, the emphasis on enhancing those volunteers’ satisfac-
tion, and motivation is truly recommendable. According to Hall et al.’s (2003, viii) study,
the most research participants perceived that the human capital — volunteers and employ-
ees, are the organizations’ greatest strength, and effect most on their goal achievement.

Similar results were gathered in Misener & Doherty’s (2009, 470) study. As a development
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idea, it is recommendable implement long term succession plans, and systematically edu-
cate and break in new or already existing volunteers to new job tasks. This way the quality
of the ongoing programs is not threatened in case key volunteers decide to leave. Further,
acknowledging the cyclical nature of sport clubs, and anticipation of changing, or retiring
staff ensures the continuity. (Koski, 1994, 147; Misener &Doherty 2009, 478.)

8.3 The impact on the daily operations

As the daily-organized sports activity is the core activity of the club, it was excellent that
this was found to be the most improved section out of the questionnaire. The coaching
and instructing were the most developed parts of this section. As found out from “the rea-
sons and factors behind the employment” — open question, the clubs need for full-time
junior manager or such is very current, and the clubs that have such employer, truly seem

to benefit from it.

Another noteworthy fact of this section was the organization of events, that too, was
clearly developed. The evaluation of this question touches on “the general level of activ-
ity”, one of the dimensions of Koski’'s model (OEFSC). Success in events promotes club’s
visibility, scope of activity, and positive image. (Koski 2012a, 18.) This, in my opinion, is a
profitable place to seek to recruit volunteers, and a great opportunity to attract more peo-
ple in to the club activities. Further, the fact that there was a clear attempt to develop the
volunteer activity, indicates that most of the clubs work on committing their volunteers,

and the uplifted atmosphere suggests this too.

In the open question of “reasons and factors behind the employment”, occurred multiple
refers to the fact that the need for full-time employment in these clubs existed. Running
the daily operations were perceived challenging, nearly impossible to execute only by vol-
unteer effort anymore. The same tone was found when the comments touched on club de-

velopment.

8.4 Employee’s state in the clubs

The previous parts of the discussion have mainly addressed the functionality of the sport
clubs, and the impact of the full-time employment on it. The following part looks into the

full-time employees’ work, its distribution, and possible changes in it. Now that the clubs
have managed to hire a professional employee, it is important that the work he/she does

is executed within reasonable extent, it is planned, and the plans are followed. These
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measures have an impact on the continuity of the employment, and help the employee to

execute the work efficiently.

According to the results of” Full-time employee’s job description” there occurred some dif-
ference of opinion regarding the emphasis of work. As seen from the results, the re-
sponses revealed that the board and chair experienced that the emphasis of the work was
on operational duties, whereas the employees thought that the emphasis was on admin-
istrational duties. Some comments of the follow up —question: “possible changes in work”,
support the anomaly, like that the fundraising tasks had increased from the beginning.
Hence, as for example this falls under administrational work, it is a factor for shifting the

emphasis of work on administration.

Although, according to this study majority of the clubs did not agree that the work had un-
dergone changes, this is something that Malinen (25 May 2016) notes that he has seen
happening in several clubs. Clear majority of the comments about the changed work du-
ties came from the full-time employees. According to some worrying comments, it seems
that the employees do at least some extra work, and work that was not designated for
them in the beginning. As discussed before about the volunteer motivation towards work-
ing, | see that the same principles apply to the full-time employee. If the work gets too
confusing, and duties start to pile up, naturally the well-being and motivation of the em-
ployee are threatened. Drawing from the literature review, the efficient and systematic
communication would be one of the keys to solve the issue. However, this seems to be
difficult, as one of the comments stated that the challenge lies in the changing chairper-
son, and that there does not seem to be coherence in the managerial work in sport clubs.
Vilanen (2013, 34) agrees that proper communication and distribution of work is important,
and require practice between the chairperson/board, and the employee, especially in the

beginning.

8.5 Conclusions

In order to draw overall conclusions, it is reasonable to compare the “reasons and factors
behind the employment” to the achieved results after the employment. As previously dis-
cussed, the majority of the comments stated that the main reasons for employment was a
need for the daily operation and administration improvement. Around equal amount of
comments, it was mentioned that there was a need for development and intensification in

coaching.
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The results seemed to be consistent with the original needs of the clubs. The results sup-
ported the fact that indeed most of the improvements occurred in clubs’ operations and
administration, and the improvement in coaching scored the highest average in the “qual-
ity of the daily operations” —sector. Therefore, to some extent, it seems that most of the
clubs have managed to get the benefit out of the employee that they were planning before
the employment. This is a positive sign, and it seems that the hiring process in majority of
the responded clubs is invested in, and further that it produced results on wanted areas.

This study revealed that the clubs had clearly developed rather than impaired on overall
level, yet quite a few areas of development were found too. The hiring of a full-time em-
ployee to the clubs is clearly an attempt to develop the entire club, at least in a long run.
However, when there are several areas to develop, and one cannot deal with all of them

simultaneously, prioritization is in order.

In the literature of the sport organization/ sport club development, there are findings that
present how the development of some areas, in fact, multiply on others. Hall et al. (2003,
viii), Koski (1994, 149) and Misener & Doherty (2009, 478) all agree in their studies that
the human resource capacity was the most critical factor in achieving the goals of the non-
profit organization. Koski (1994, 149) specifically highlights the ability to activate the full
potential of the human resources. Hall et al. and Misener &Doherty found that investing in
the human resource capacity had the most multiplying effect on other dimensions. They
highlighted the importance of long term planning and goal setting, in both human resource
-and financial aspect. An example of this on human resource side are changes in leader-
ship positions, where the formation of a succession plan, including the club’s strategic
goals, enhances easier transitions in leadership roles (Misener &Doherty 2009, 478). Fur-
ther, Misener &Doherty (2009, 478) noticed that in order for the club to be successful on
financial side, the capacity to network and form relations with external stakeholders/ part-
ners, was found to be the key, that good planning enhanced. Capacity to plan and net-

work again, were dependent on club’s human resources, and their competencies.

Reflecting the preceding paragraph on the results of this study that touched on volunteer
numbers, recruitment or development, the outcome is not very propitious. The volunteers
are a significant part of the human resources in the club, yet the results of this study indi-
cate that the volunteer activity was not prioritized very high. However, it seems that ac-
cording to the previous literature discussions, clubs develop fundamentally as long as

there is enough human capital, and the competence of this capital is sufficient.
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What may explain the lack of investment in volunteers, are other areas that require grow-
ing attention and reactive touch, like the finances (M&D 2009, 478). Especially, when the
activity expands (M&D 2009, 478), as it has happened to many clubs of this study. The
lack of financial resources again, is associated with difficulties on human resources, e.g.
in terms of recruitment and education. (Hall et al. 2003, 26, 47.) Additionally, Koski
(2012a, 36) points out that the job description of the full-time employee determines where
the emphasis of his work lies. Whether it is not steered to develop the human resources,
the results stay naturally low.

When prioritizing, it appears that investing in human resources and strategic planning ef-
fects most on the club’s overall functionality. Promising information is that according to
this study, the full-time employment has presented hoped organization and planning in the
clubs. Although, the state of financial planning was not specifically asked, it is desirable
that the planning reaches strongly this aspect too. The human resource development re-
mains to receive somewhat insufficient focus in studied Finnish Baseball clubs, and is def-
initely an area of development in the future. Further, the significance of the full-time em-

ployee on activating the human resource potential is something to consider in the future.

Finally, it seems that clubs have generally achieved positive outcomes after the hiring.
Therefore, according to this study the main conclusion is that: The Finnish Baseball clubs
do develop due to the full-time employment. However, the bigger picture i.e. desired im-
pact of the employment should be considered and planned carefully, in order to aid the
specific needs of an individual club. Further, as the full-time employee is a crucial part of
the human resources, it is recommendable that his/her well-being and motivational levels

are regarded from the beginning.

Therefore, as a suggestion for future research is to create concrete steps to help a club to
plan the process of the full-time employment. This would ensure that the planning is on
sufficient level before the actual work begins. The steps should include long-term strategic
plans, and goals that the employee is hoped to influence, and specify the steps, and time-
line to accomplish the goals. From a wider view of the job description could then be
shifted to plan more detailed tasks. Specifically important, is that the planning is done be-
fore the employment, involving the key people of the organization, and include the hired
person to the planning process as soon as he/she is found. In order to commit other mem-
bers of the club to the new employment, the planning phase should present the key peo-
ple with whom the employee contacts and cooperates throughout the process. This estab-

lishes natural communication lines from the beginning, and reduces the risk of overloading
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the employee. Further, the risks and opportunities of the employment could be evaluated,

and a preliminary financing plan formed for the continuation of the employment.

8.6 The thesis process

For me the thesis process was rather challenging, and time consuming. Before | could
start, | had to gather and process loads of information. Firstly, from the commissioning
party, in terms of what they essentially wanted from the research, and secondly, what type
of a research | would conduct (quantitative/ qualitative etc.), and thirdly, what would be the
practice of assembling such research. Especially, the literature review caused difficulties
to compile, until | could find “the right kind of” sources. Therefore, | could say that my abil-
ity to collect and search information improved significantly towards the end. Further, an-
other fact that took time was that | had loads of Finnish sources, both written and verbal,

and finding the right and consistent terms in English took some consideration.

What | would do differently, is the drawing of the survey questionnaire. | did it basically be-
fore the literature review was complete. After finishing with the literature review, | would
have added, for example, an open question that would have revealed more comprehen-
sively how the full-time employee relates to the workload. Based on the answers | could
then find possible development ideas to share on behalf of the full-time employees. On
the other hand, creating the survey questionnaire helped me to perceive some missing
components for the literature review, like the “organizational effectiveness”. A learning
outcome that | appreciate the most is the ability to think analytically, and draw cause and

effect conclusions from a rather complex phenomenon.

8.7 The advances in Finnish Baseball Association during the thesis

The thesis process took around a year to finish. During that time, some significant
changes happened in the Finnish Baseball Association in terms of club development.
They started a “Future program” that includes concrete actions in terms of developing the

operational environment in their member clubs.

Due to the Future program, the FBA hired a new full-time employee to work as a Coordi-
nator of Sport Operations, who will start to work for the FBA in the beginning of 2017. Fur-
ther, the FBA has hired six new full-time Club Developers to work under the Coordinator

of Sports operations. The Club Developers will work around Finland having a certain re-
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gion, and the region’s clubs under their supervision. Their job descriptions include the de-
velopment and support of the full-time employees in the clubs. Furthermore, the FBA has
decided to grant subsidies for the employment of 15 new junior managers at the clubs. An
important factor and one of the claims in terms of applying for the subsidy is that the clubs
understand that around 50% of the work is designated for club development, and the rest

for executing typical junior manager’s tasks.

This is great news, and underlines the relevance of the topic in Finnish Baseball club —set-
ting. These actions are set to support the ongoing change of the sport club scenery. Fur-
thermore, they aid easier and more efficient entrance of full-time employees' among the

volunteers in the Finnish Baseball clubs.
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Appendices

Appendix 1. Original cover letter
Arvoisa seuratyontekija

Olen Liikunnan ja vapaa-ajan koulutuksen opiskelija Haaga-Helian ammattikorkeakoulusta.
Teen opintoihini kuuluvaa opinnaytetyota, jossa tutkin paatoimisten seuratyontekijoiden
palkkauksen vaikutusta pesapalloseurojen toimintaan.

Opinnaytetyon toimeksiantaja on Pesapalloliitto.

Vastaamalla kyselyyn tuotatte arvokasta tietoa Pesapalloliitolle,

seka koko lajivaelle ja edesautatte opinnaytetyoni valmistumista.
Vastaukset kasitellaan nimettdomana ja ehdottoman luottamuksellisina.
Tulokset julkaistaan ainoastaan kokonaistuloksina.

Kysely on tarkoitettu seuran paatoimisille tyontekijoille, puheenjohtajalle,
osa-aikaisille tyontekijoille, seka luottamushenkilaille.

Pyydan teita vastaamaan kyselyyn alla olevan linkin kautta 1.4.2016 mennessa!

Koska kysely lahetetaan henkilokohtaisesti paatoimisille ja puheenjohtajille,
voisitteko ystavallisesti jakaa kyselyn linkkia seuranne osa-aikaisille tyontekijoille, seka
luottamushenkiloille.

Linkki kyselyyn: https://www.webropolsurveys.com/Answer/SurveyParticipa-
tion.aspx?SDID=Fin1065893&SID=bhd844cac-1e93-47b4-aa28-
1266eabbc351&dy=776564513

Vastanneiden kesken arvotaan rapyla!

Mikali haluatte lisatietoa tutkimuksesta voitte olla yhteydessa seuraaviin henkilGihin:

Opiskelija:

Emma Tapanen
emmatapanen(at) gmail. com
050 3397210

Pesépalloliiton toiminnanjohtaja:
Arto Ojaniemi

arto.ojaniemi (at) pesis. fi

050 061 2102

Pesapalloliiton seura ja nuorisopaallikkd
Jari Malinen

jari.malinen(at) pesis. fi
046 878 2211

Kiitos jo etukateen vastauksistanne!
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Appendix 2. Translation of the cover letter

Dear club worker

| am a student at Haaga-Helia University of Applied Sciences, and | study Sports and Leisure
management. | am working on a Thesis as a part of my studies, and in my Thesis, | research
the impact of full-time employment on Finnish Baseball clubs. The commissioning party for
the thesis is the Finnish Baseball Association.

By responding to this questionnaire, you provide valuable information to the Finnish Baseball
Association, the whole Finnish Baseball community, and progress the completion of my the-
sis. The responses will be processed, and displayed with full confidentiality, and only the total
results will be published.

The questionnaire is targeted for the club’s full-time employee(s), Chairperson, part-time
employees, and the board members.

| request that you will answer to the questionnaire via the link at latest on 1/4/2016.

Because the questionnaire is sent personally to the club’s Chairperson, and full-time employ-
ees, it is hoped that you would kindly share the link to your club’s board members, and part-
time employees.

The link to the questionnaire: https://www.webropolsurveys.com/Answer/SurveyParticipa-
tion.aspx?SDID=Fin1065893&SID=bd844cac-1e93-47b4-aa28-
1266eabbc351&dy=776564513

There will be a glove raffled between the respondents!

If you wish to receive further information regarding the research, please contact the following
persons:

The student:

Emma Tapanen
emmatapanen(at) gmail. com
050 3397210

CEO of Finnish Baseball Association:
Arto Ojaniemi

arto.ojaniemi (at) pesis. fi

050 061 2102

Head of Youth and club development
Jari Malinen

jari.malinen(at) pesis. fi
046 878 2211

Thank you!
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Appendix 3. Original Survey questionnaire

Padtoimisen seuratyontekijan palkkauksen vaikutus pesa-
palloseuran toimintaan

Arvoisa vastaanottaja, tutkimuksemme onnistumisen kannalta on tarkeaa, etta

vastaatte jokaiseen kysymykseen huolellisesti. Lukekaa viela tarkasti osa-alueiden
selostukset.

Kiitos jo etukateen.

1. Taustatiedot *
Olen:

QO Paatoiminen tyontekija
O Puheenjohtaja
O Osa-aikainen tyodntekija

O Muu luottamushenkilo

2. Taustatiedot *
Olen:

O Nainen
O Mies

3. Taustatiedot *
Ika:

[ ]18-29
[_]30-44

[ ]45-59

[]60-yli

4, Taustatiedot *

Aika, jonka olen toiminut tehtdvassa/ luottamustehtavassa:
O Alle 1 vuosi
O YIi 1 vuotta
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5. Talouden tilanne *

Seuraavassa esitamme vaittdmia seuranne taloudellisesta tilanteesta. Klikat-

kaa sopivin vaihtoehto. Vastatkaa kysymyksiin sen ajan perusteella, jonka

paatoiminen on tydskennellyt seurassa.

. Ei sa- . .

Ta_lysm Jokseenkin maa, Jokseenkin Taysin

eri AR ... . samaa samaa
eri mieltd  eika eri

mielta .~ mielta mielta
mielta

Jasenmaara (kattaen

lisenssiurheilijat ja har-

rasteurheilijat) on O O
lisdéntynyt

O O O

Muiden seuran liikunta-
toimintaan osallistuvien

maara on lisaantynyt O O O O O
(muut jAsenmaksun
maksajat)

Pesépallokoulun osal-

listujien ja pesispassin O O
haltijoiden maéarat ovat

lisdantyneet

Varainhankinta on te-
hostunut O O

Seuran taloudellinen tila
on kohentunut

6. Talouden tilanne *

Jos harrastajien kustannukset ovat nousseet, syy on ollut seuraava: Huom.
voit valita useamman vaihtoehdon!

[ ] Salivuokrat ovat nousseet

[ ] Valmennuksen kustannukset ovat nousseet
[ ] Hallinnolliset kustannukset ovat nousseet
[] Kilpailullisen sarjatason nousu

[ ] Kustannukset eivat ole nousseet

Muu, mika?

[

7. Johtamisen kehitys *

Seuraavassa esitamme vaittamia koskien seuran johtohenkilGiden toimintaa.
Vastatkaa kysymyksiin sen ajan perusteella, jonka p&éatoiminen on tytsken-
nellyt seurassa
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Taysin

eri

mielta
Seuran johtaminen
on suunnitelmallis- O
empaa
Seuran toiminnan
tavoitteet toimijoille O
ovat selkeammat
Tyotehtavien jaka- )
minen on parantunut
Vapaaehtoisia on
saatu lisaa toiminnan O
piiriin
Vapaaehtoiset ovat
sitoutuneempia O
toimintaan
Seuran viestinta on

O

parantunut

Jokseenkin
eri mielta

O

8. Paivittaisen toiminnan sujuvuus *

Ei sa-

o seen T

?r:iiﬁtgn samaa mielta mielts
O O O
O O O
O O O
O O O
O O O
O O O

Seuraavassa esitamme vaittamia koskien seuran jokapdaivaista toimintaa.
Vastatkaa kysymyksiin sen ajan perusteella, jonka paatoiminen on tytsken-

nellyt seurassa

Taysin

eri

mielta
Paivittdinen valmen-
nus/ohjaus on te- O
hostunut
Seuran tapahtumat
(esim. ottelut) ovat pa- O
remmin jarjestetty
Vapaaehtoisten O
toimintaa on kehitetty
Yleinen ilmapiiri seu-

P O

rassa on innostava

Jokseenkin

eri mielta

O
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9. Paatoimisen tydntekijan tyonkuva *

Merkitse kuinka paljon paatoimisen tydsta painottuu mielestasi seuraaviin
osa-alueisiin:

Ei ol- «x.. Jonkun  Aika  Erittéain
Vahan ) )
lenkaan verran  paljon Paljon
Operatiivinen tyo (esim. valmen-
nus/ ohjaus, koulutus, muu O @) O O @)
kenttatyo)
Hallinnollinen ty6 (esim. tiedotta-
minen, varainhankinta, suunnit-
telu, taloushallinto, ym. toimisto- O O O O O
tyd)
Seuran kehitys (esim. strate-
ginen suunnittelu, koulutuksiin O O O O O

osallistuminen)

10. Jos paatoimisen tyonkuva on muuttunut lahtotilanteesta, kuvaile lyhyesti
miten

11. Palkkauspéaattkseen vaikuttaneet tekijat tai/ja syyt *

Vastaa vapaasti, kuitenkin mahdollisimman tiivistetysti alla olevaan teks-
tikenttaan

12. R&pylan arvonta
Kirjoita s&dhkopostiosoitteesi, jos haluat osallistua. Tietojasi ei
yhdisteta vastauksiin.

Haluan osallistua rapylan arvontaan

[
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Appendix 4. Translated Survey questionnaire

The impact of full-time employment on Finnish Baseball
club

Dear respondent. In regards of the success of this study, it is important that you an-
swer each question carefully. Please notify the introductions of each section of ques-
tions, they vary. Thank you already.

1. Background information *
| am:

O Full-time employee
QO Chairperson
O Part-time employee

O Board member

2. Background *
| am:

O Female
O Male

3. Background*
Age:

[ ]18-29
[]30-44

[ ]45-59

[ ] 60- over

4. Background*
The time | have worked at the club:

QO Under a year
QO Over a year
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5. Financial situation*

Next we will present claims about the financial situation of your club. Click the
best suited option. Give your response according to the time that the full-time
employee has operated in the club.

Com- Some- Neither Some- Com-
pletely  what dis- agree, nor what pletely
disagree agree disagree agree agree

Member numbers have in-

creased (including li-

censed players and condi- O O O O O
tioning players)

The number of other patrtici-

pants has increased (who O O O O O
have paid the membership

fee

The participant numbers of O O O O O

baseball school (and those
who possess the baseball
school pass) have increased

The fundraising has inten-

difyed O O O O O

The general financial state
of the Club has improved O O O O O

6. Financial situation*

If the expense of participating the sport activity has increased, the reason has
been the following: Pay attention, you can choose more than one option!

[ ] Increase in facility rent

[_] Increase in coaching expenses

[_] Increase in administrational expense

[] Transition to higher level in competition (league, division etc.)
[] The expenses have not increased

Other, what?

[
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7. Management development*

We will present claims about the Management development in your club. Give
your response according to the time that the full-time employee has operated
in the Club

Com-  Somewhat Neither Some- Com-
pletely dis- disagree  29ree, nor what pletely
agree 9 disagree agree agree
Leading the club is
more planned than O O O O O
before
The
goals are more O O O O O

clear to the actors
Distribution of work
is improved

Volunteer numbers
have increased

Volunteers are
more committed

The communication
has improved

O O O O
O O O O
o O O O
O O O O
o O O O

8. Quiality of the daily operations*

Next we will present claims about the quality of the daily operations in your
Club. Click the best suited option. Give your response according to the time
that the full-time employee has operated in the Club

Com- Some- Neither Some-  Com-
pletely what disa- agree, nor what pletely
disagree gree disagree agree agree
Day to day coaching
and instructing has @) O O O O
intensified
The events (e.g.
games) are better O O O O O
organized
Volunteer activity O O O O O
has been developed
General atmos-
phere of the club is @) @) O @) O

uplifting
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9. Job description of the full-time employee *

Please mark how much of the full-time employer’s work distributes in the fol-
lowing areas in your opinion:

Not Lit- Quite Very
at all tle Somealot much

Operative work (e.g. coaching/instructing,
educating and other work on the field) O O O O O

Administrational work (e.g. communication,
fundraising, planning, financial management, © O O O O
other office work)

Club development (e.g. strategic planning, O O O O O
taking part in education

10. If the work of the full-time employee has changed from the beginning,
please describe how

11. The reasons and factors behind the employment*

Please describe freely, however shortly
below:

12. The glove raffle
In case you want to take part in the glove raffle, please write down your e-
mail address. Your contact information will not be connected to the answers.

u | want to take part in the glove raf-
fle
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