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ABSTRACT
Sport organizations often utilize mission statements as “road
maps” to guide the design and delivery of sport to youth. In
the present work, we utilized a novel technique and sought
out the perspectives of multiple stakeholders to craft a mis-
sion statement for an elite youth volleyball club on the east
coast of the United States. Prior to the competitive season, a
subset of club administrators (n¼ 3) head coaches (n¼ 6),
parents (n¼ 10), and athletes (n¼ 11) participated in Mad Libs,
a phrasal word game in which individuals are asked to fill in
missing words in a prescribed, written story template. Key
mission-relevant words were left blank, and beneath each
blank was a prompt such as “noun (what the club should
provide)”, “verb (what the club should do)”, or “adjective (kind
of partnerships the club should build).” Participants completed
stories individually, and responses were synthesized using
content analysis. We then crafted a three-sentence mission
statement and shared it with club stakeholders at a preseason
meeting. The mission statement was adopted by the club and
guides the direction of the club and its members. Importantly,
our work highlights a novel technique, informed by a range
of stakeholder perceptions and experiences, that can be
used to craft an organizational mission statement in elite
youth sport.
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Decades of research highlights the potential for youth to experience positive
developmental outcomes through sport (see Holt, 2008 for a review). This
process is influenced by their interactions with other individuals as well as
the aims and values of their sport organizations (Garc!ıa Bengoechea, 2002).
Sport organizations represent a primary socialization context wherein the
interactions of multiple individuals have the potential to influence athletes’
experiences and outcomes, as well as other important measures of organ-
izational effectiveness (Fletcher & Wagstaff, 2009). In some cases, to guide
the interactions that occur among individuals within the context of a sport
organization, mission statements have been utilized.

CONTACT Travis E. Dorsch Travis.Dorsch@usu.edu Department of Human Development and Family
Studies, 2905 Old Main Hill, Logan, UT 84322, USA.
! 2020 Association for Applied Sport Psychology

JOURNAL OF SPORT PSYCHOLOGY IN ACTION
2021, VOL. 12, NO. 3, 143–154
https://doi.org/10.1080/21520704.2020.1798576

http://crossmark.crossref.org/dialog/?doi=10.1080/21520704.2020.1798576&domain=pdf&date_stamp=2021-07-26
https://doi.org/10.1080/21520704.2020.1798576
http://www.tandfonline.com


The importance of mission statements for youth sport organizations

Mission statements provide an underpinning framework that guides the
direction of an organization and its members. In other words, mission
statements serve to express the identity of an organization, its product(s),
and who it serves (Moynihan & Pandey, 2004; €Ozdem, 2016). More specif-
ically, mission statements serve as an internal guide for an organization as
a way to communicate the purpose of an organization to its various stake-
holders (e.g., members, competitors and consumers) (Morphew & Hartley,
2006). Mission statements serve several purposes for an organization. First,
they become a way to analyze whether the organization is meeting the
needs of its end-users (Connell & Galasi!nski, 1998). Second, they serve to
increase the motivation of an organization’s members to enhance their per-
formance (Moynihan & Pandey, 2004). Last, they provide a measure of
assessment for evaluating the effectiveness of an organization’s practices
(i.e., are they doing what they say they are striving to do?) (Radin, 1998).
In youth sport, mission statements can be seen as “road maps” to inform

the design and delivery of sport to youth. For example, the Nike Elite
Youth Basketball League’s (EYBL) mission statement indicates that the
organization is “dedicated to developing athlete potential through superior
skill instruction, honest evaluation, and unprecedented exposure” (Nike
Elite Youth Basketball League, 2020). Another national organization in the
United states that sanctions youth sports, the Amateur Athletic Union
(2020) has a stated mission “to offer amateur sports programs… for all
people to have the physical, mental and moral development of amateur ath-
letes and to promote good sportsmanship and good citizenship.” These are
but two examples of the many mission statements that guide the design
and delivery of youth sport in the United States.

An inclusive approach to developing mission statements

Recent literature on mission statements has begun to establish the need for
practitioners to include key stakeholders in the process of their develop-
ment (Hofstrand, 2009; O’Kane & O’Rourke, 2015). The desire to include
members outside of traditional leadership positions is thought to help
increase customer satisfaction (David et al., 2014). Of note, Hofstrand
(2009) created a guide for the development of organizational goals and mis-
sion statements. O’Kane and O’Rourke (2015) followed by designing a
framework to create stakeholder-centered mission and vision statements in
higher education and then conducted a pilot study to examine the frame-
work’s effectiveness. David and et al.,’ study informed organizations on how
to create a customer-centered mission statement that included consumer
feedback. Other areas of literature have followed suit in an effort to be more
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inclusive in their approach to the development of mission statements.
Despite these efforts, there is little-to-no evidence that the creation of mis-
sion statements in youth sport have sought the perspectives of multiple
stakeholders. This is surprising, given the many individuals who comprise a
youth sport organization (e.g., administrators, coaches, parents, athletes).
More troubling, research in sport suggests that organizational mission

statements are often only known by the stakeholder(s) who implemented
them. For instance, Camir!e (2014) and Camir!e et al. (2009) examined how
a school’s athletic mission statement was communicated to key stakehold-
ers. Results suggested that administrators had exceptional knowledge of
their school’s mission statement, in part due to their efforts associated with
creating the statement itself. However, coaches, parents, and athletes had
little-to-no knowledge of their school’s mission statements.

The need for stakeholder involvement

Youth sport involves numerous key stakeholders that influence athletes’
developmental experiences. Hoye (2007) notes that key stakeholders in
youth sport can consist of “athletes or players, coaches, officials, adminis-
trators” (p. 109). In addition, parents of young athletes are typically consid-
ered key stakeholders due to the salience of their role and impact on youth
sport organizations (Dorsch et al., 2009; 2015; Harwood & Knight, 2009;
Holt, 2008). To account for the roles, goals, and experiences of these many
individuals, employing shared leadership within youth sport organizations
may foster integrative and strategic planning among the multiple stakehold-
ers who influence an organization. In contrast to top-down leadership
processes, shared leadership is defined as “an emergent team property that
results from the distribution of leadership influence across multiple team
members” (Carson et al., 2007, p. 1218). This type of leadership engages
multiple stakeholders in collaborative practices, fostering inspiration, con-
sensus, trust, cohesion, and performance (Basham, 2012; Pearce & Sims,
2002; Wang et al., 2014). In other words, as an organization establishes its
“road map,” shared leadership seeks collaboration across multiple individu-
als or groups of individuals to build stronger commitment and buy-in
to change.
In recent years, scholars have begun to investigate shared leadership in

organized sport. Broadly, this literature has reinforced the belief that com-
pared to top-down leadership, shared leadership in sport organizations is
associated with improved performance and well-being (e.g., Mertens et al.,
2020). Furthermore, coaches who facilitate shared leadership among their
athletes are themselves perceived as stronger leaders by their teams
(Fransen et al., 2020). Coaches and administrators can facilitate shared
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leadership through multiple approaches, including imposing alternative
leadership structures, providing experiential learning opportunities, and
modeling shared leadership behaviors (Duguay et al., 2020). Nevertheless,
the utility of crafting shared mission statements within youth sport organi-
zations remains unexplored.

Purpose

To address this gap, the purpose of the present paper is to detail a novel
shared leadership technique that can be used to craft a mission statement
for youth sport clubs. The technique is novel because it has yet to be uti-
lized in the development of mission statements in youth sport. Our efforts
were commissioned by an elite youth volleyball club on the east coast of
the United States, whose four administrators (i.e., president, executive dir-
ector, technical director, and recruiting coordinator) were dissatisfied with
the club’s organizational “culture.” Largely, their dissatisfaction stemmed
from issues related to parent over-involvement, administrator and coach
role ambiguity, and the club’s definition and pursuit of “athlete devel-
opment.” The administrators sought a mission statement that would
enhance the club’s culture and afforded the authorship team exclusive
access club stakeholders three months prior to their competitive season. In
the season prior to our engagement, the stated the mission of the club was:

Founded in 2005, nationally recognized [Club] is a community of talented and
diverse young athletes. In a competitive and caring environment, we inspire players
at all levels to develop a strong core of discipline, character, leadership, and
excellence that will enrich them throughout their lives.

Our work was designed to integrate the perspectives of multiple return-
ing stakeholders within the club as we sought to craft a mission statement
that could most effectively serve the organization moving forward. In doing
so, club administrators asked us to “think outside the box while prioritizing
a cross-section of opinions”. We therefore sought to utilize a novel tech-
nique that could synthesize stakeholders’ perceptions of the club’s core val-
ues and aims.

Stakeholders

Stakeholders who took part in the creation of the club’s new mission state-
ment were a subset of club administrators (n¼ 3), head coaches (n¼ 6),
athletes (n¼ 11), and parents (n¼ 10). Not all club stakeholders partici-
pated because our work took place prior to the club’s fall tryouts.
Therefore, we sought the perspectives of returning administrators and
coaches, as well as athletes and parents (selected by club administrators)
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who had demonstrated leadership over multiple years in the club. Although
the club’s athletes are all female, an effort was made to recruit a relatively
equal proportion of male and female administrators, coaches, and parents
who represented the social, racial, and economic makeup of the club. In
this paper, we refer to these individuals as “stakeholders” because they all
share a vested interest in optimizing the club’s organizational effectiveness.

Administrators
Administrators (n¼ 3) were two males and one female ranging age from
35 to 45 years (M¼ 40.3). All three identified as White and were employed
for wages outside of their roles as administrators within the club. Mean
annual household income for the three administrators was $157,400. All
three had been volleyball athletes themselves and possessed sport coaching
experience, but only one of the three had experience as a sport parent.

Coaches
Head coaches (n¼ 6) were three males and three females and ranged in
age from 33 to 63 years (M¼ 41.8). All six identified as White. Four head
coaches were employed for wages outside of their roles as head coaches
within the club, one was self-employed, and one was retired. Mean annual
household income for the six head coaches was $219,533. All six had been
volleyball athletes themselves, but none possessed experience as a sport
administrator and only one had experience as a sport parent.

Parents
Parents (n¼ 10) were three males and seven females and ranged in age
from 43 to 53 years (M¼ 47.4). Nine of the 10 identified as White and one
as Latina. Eight parents were employed for wages and two identified as
homemakers. Mean annual household income for the 10 parents was
$318,500. The number of children in parents’ homes ranged from 1 to 3
(M¼ 2.00). Seven of the 10 had been athletes themselves (three in volley-
ball), three had been youth sport coaches (one in volleyball), and none pos-
sessed experience as a sport administrator.

Athletes
Athletes (n¼ 11) were all females and ranged in age from 12 to 18 years
(M¼ 14.5). Seven of the 11 identified as White, and one each identified as
Asian-American, African-American, Mixed-race, and Latina. Ten of the 11
athletes came from families with two parents in the household and the
number of siblings in athletes’ homes ranged from 0 to 2 (M¼ 1.00).
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Components of quality mission statements

Mission statements are a simple decree that communicates an organization’s
purpose. According to Radtke (1998), missions have several components that
should be included in a statement: (a) the organization’s purpose (i.e., what
opportunities or needs does the organization address?); (b) the organization’s
function (i.e., what is the organization doing to address those opportunities
and needs?); and (c) the organization’s values (i.e., what principles or beliefs
guide the organization’s work?). A mission statement adhering to shared
leadership principles should also include input from multiple stakeholders
within the organization. As the range of stakeholders included in the process
increases, so too does the chance of an emotional commitment to the organ-
ization and its purpose (David, 2007). Importantly, quality mission state-
ments should be treated as fluid documents. In other words, as the pulse of
the organization changes over time, it is important that organizations revisit
their mission statements and update them accordingly (David, 2007).

Why mad libs?

Mad Libs is a phrasal word game in which individuals are asked to fill in
missing words in a prescribed story template (Yu et al., 2015). Mad Libs
was invented by Roger Price and Leonard Stern in 1953 (Hossain et al.,
2017) and its purpose is to spur humor and laughter through nonsensical
syntax. Recently, a modified Mad Libs activity was employed in a research
setting when Yu and et al., (2015) employed it as a means to enhance par-
ticipants’ focus and descriptions of images displayed to them. In the pre-
sent work, we acknowledged that many key stakeholders were likely to be
inexperienced with the process of developing a mission statement. As a
result, using a modified Mad Libs activity provided us an opportunity to
enhanced participant engagement and connection. In scaffolding club stake-
holders’ knowledge, we also saw the Mad Libs activity as a means to teach
stakeholders: (a) the purpose of a mission statement is, (b) the components
of a quality mission statement, and (c) the importance of stakeholder
involvement in the development of an organizational mission statement.

How mad libs was used

As a first step, the authorship team compiled examples of published mis-
sion statements from prominent youth sport organizations (e.g., Little
League, AAU, Pop Warner, AYSO). These were amalgamated into a single
template and the template was edited to include explicit statements of
organizational purpose, function, and values. The key action- and outcome-
oriented words in the template were then deleted and replaced with blanks
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to conform to Mad Libs convention. Beneath each blank, we included a
prompt such as “noun (what the club should provide)”, “verb (what the
club should do)”, or “adjective (kind of partnerships the club should
build)” (see Figure 1). Three months prior to the competitive season, in
October, 2019, club stakeholders completed the modified Mad Libs activity
individually using paper-and-pencil and returned them to a member of the
authorship team.
Responses were synthesized using Berelson’s (1952) original conceptual-

ization of content analysis. Broadly speaking, content analysis is a tool used
to quantify the presence of certain words within an analyzed text.
Quantifying the presence of certain concepts helps to facilitate the recogni-
tion of patterns, peculiarities, or regularities contained within the texts
(Miles & Huberman, 1994; Sandelowski et al., 2009). In the present work,
responses were coded based on the blanks filled in by stakeholders com-
pleting the modified Mad Libs activity. Similar responses were collapsed
into single codes and the quantities of stakeholder responses within each
code were then used to identify the most frequent and salient concepts for
inclusion in the revised mission statement.

Figure 1. Modified Mad Libs activity.
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Relatively high convergence existed across stakeholders as to the key
components of an effective volleyball club. Specifically, a plurality of
administrators, coaches, parents, and athletes agreed (i.e., offered the same
response) on 15 of the 16 blanks in the modified Mad Libs activity. The
exception was Blank 16, which elicited numerous responses, the most com-
mon of which were incorporated into the revised mission statement. The
most common responses from club stakeholders when completing the
modified Mad Libs activity are identified in Table 1.
Subsequent to the content analysis, a three-sentence mission statement

was crafted utilizing the most frequent and salient concepts from stake-
holder responses:

The [Club] supports the development and success of its athletes through dedicated
athletic instruction and purposeful life-skill training. The [Club] intentionally views
athletes as its core and fosters an environment that contributes to their short- and
long-term success and growth. The [Club] also encourages strong and positive
partnerships among athletes, coaches, parents and administrators to support and
prepare athletes as they navigate their athletic, academic, and personal development.

How the mission statement was received

The revised mission statement was presented to the entire club (n¼ 4
administrators, n¼ 16 coaches, n¼ 81 parents, and n¼ 73 athletes) at a
preseason kickoff event in January 2020. The revised mission statement

Table 1. Most common responses from club stakeholders when completing the modified Mad
Libs activity.

Blank

Most
common
response n ¼

2nd most
common
response n ¼

3rd most
common
response n ¼

4th most
common
response n ¼

1 Supports 8 Promotes 3 Develops 2 Provides 2
2 Development 14 Success 8 Goals 2 Growth 2
3 Athletes 21 Families 1 Parents 1 Coaches 1
4 Dedicated 4 Purposeful 3 Basic 2 Important 2
5 Instruction 5 Life-skills 3 Fundamentals 2 Goals 2
6 Athletes 14 Parents 2 Coaches 2 Families 2
7 Its core 3 Family 2 People 2 Partners 2
8 Fosters 5 Supports 3 Teaches 2 Provides 2
9 An Environment 7 Growth 3 Skills 3 Standards 2
10 Long-term

Success
5 Growth/

Development
5 Playing in college 2 Club culture 2

11 Encourages 5 Creates 3 Supports 3 Fosters 2
12 Strong 9 Positive 8 Meaningful 2 Long-term 2
13 Parents 11 Athletes 6 Coaches 6 Members of

the club
2

14 Support 3 Prepare 3 Achieve 2 Grow 2
15 Athletes 18 Families 4 Coaches 1 Parents 1
16 Volleyball

Journey
5 Developmental

process
3 School 3 Becoming

an adult
3

Notes. Bold text indicates that the word (or a derivation of the word) was used in the construction of the club’s
revised mission statement.
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addresses several weaknesses of the club’s original statement. First, the pur-
pose of the club (i.e., supporting the development and success of its ath-
letes) is identified immediately and explicitly. Importantly, the first
sentence also communicates how the club will accomplish this aim (i.e.,
through dedicated athletic instruction and purposeful life-skill training).
Second, the new mission provides a statement of the club’s goals (i.e., to
contribute to athletes’ short- and long-term success and growth). Finally,
the new mission statement describes an organizational philosophy of foster-
ing strong and positive relationships amongst key stakeholders with an eye
toward developing athletes in a multitude of ways.
The revised mission statement has the potential to enhance the club’s

ability to measure its effectiveness moving forward. Other fields, most not-
ably higher education, are in a novel stage of assessing how institutional
units (i.e., student affairs) influence student learning and success (Dorim!e-
Williams & Shults, 2019). In an effort to better define and assess desired
outcomes, mission statements are being clearly defined in these contexts. In
a similar fashion, we constructed a clear mission statement that provides a
succinct indication of what this elite volleyball club’s values, goals, and
desired outcomes are. During the preseason kickoff event where the revised
mission statement was presented, we outlined how to map the club’s events
and curriculum (i.e., what they provide to the club’s stakeholders) onto the
stated mission. The mission is now serving as a road map to ensure that
the behaviors of administrators, coaches, and parents align with the club’s
values, goals, and desired outcomes (Dorim!e-Williams et al., 2017).

Lessons learned

Despite the contributions made by our work, certain limitations should be
acknowledged as they may inform the future development of mission state-
ments in youth sport contexts. First, stakeholders in the present work rep-
resented only a cross section of administrators, coaches, parents, and
athletes within the club. It is possible that certain viewpoints were
neglected, especially among the parents and athletes who were not asked to
participate. Particularly, athletes who were not (yet) viewed as team leaders
and parents who had thus far not been engaged in club politics may have
been underrepresented. Therefore, our data may coalesce around the per-
spectives of like-minded individuals who already interacted regularly at
trainings, competitions, and club events.
Second, although the present work forwards a novel, shared leadership

technique that can be used to craft an organizational mission statement in
the context of youth sport, more work is needed to compare and contrast
the methods used in the past development of mission statements in youth
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sport. A related concern is the assumption inherent to content analysis that
frequency is analogous to salience in the assessment of stakeholder
responses (Maxwell, 2010). Future work could pair interviews or focus
groups with the Mad Libs activity to add context and/or nuance to partici-
pant responses.
Finally, despite the fact that responses were provided anonymously, it

should be noted that the nature of the Mad Libs activity may have elicited
a certain level of response bias among stakeholders. Despite this, our
approach was preferred to asking stakeholders to draft a mission statement
from scratch because it provided a common template to facilitate the syn-
thesis of stakeholders’ perceptions of the club’s values, goals, and
desired outcomes.

Conclusion

The purpose of the present paper was to detail a novel shared leadership
technique that can be used to craft a mission statement for youth sport
clubs. In doing so, we sought to facilitate the synthesis of stakeholders’ per-
ceptions of the club’s values, goals, and desired outcomes. In utilizing a
modified Mad Libs activity, our work highlights a novel technique,
informed by a range of stakeholder perceptions and experiences, that can
be used to craft an organizational mission statement in the context of
youth sport.
Importantly, this work has the potential to shape the behavior of the

many stakeholders who interact within this youth sport organization. It
also may serve as a template for other sport organizations who wish to
employ the novel Mad Libs technique as a way to craft a club mission
statement using characteristics of shared leadership. The present work
therefore provides sport psychology practitioners with an opportunity to
foster more optimal interactions among key stakeholders in youth sport.
Although the core audience of this journal is sport psychologists and per-
formance consultants, our work may therefore appeal to sport researchers,
educators, club leaders, coaches, parents, and athletes as well.
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