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INTRODUCTION

Fan Engagement Has Become a Strategic
Imperative
The relationship between sports organizations and their fans has changed fundamentally. A

generation ago, filling a stadium was largely a function of on-field performance. Today, it is a

function of strategy.

Modern fans are no longer passive spectators. They are participants, content creators, community

members, and commercial stakeholders. They follow their clubs across multiple digital platforms, expect

personalized experiences, demand authentic storytelling, and make purchasing decisions — from

merchandise to sponsorship perception — based on the quality of their relationship with the organization.

For sports executives, this shift creates both a challenge and an opportunity. The challenge: fan

expectations have outpaced the strategies most organizations use to manage them. The opportunity: the

clubs, leagues, and brands that design their fan engagement deliberately will build loyalty, community, and

commercial value that their competitors cannot easily replicate.

The Gap Between Passion and Strategy
Most sports organizations are not short on passion. The problem is that passion alone does not produce a

fan engagement strategy. Organizations invest in content, events, and digital platforms — but without a

coherent model connecting these investments to specific commercial and loyalty outcomes.

The result is a predictable pattern: strong performance in a few isolated areas — typically the ones that

happen to align with the internal team's interests — and significant, costly gaps everywhere else.

Introducing the W.I.N.N.E.R. Framework™
The W.I.N.N.E.R. Framework is The Woodwork Co.'s proprietary model for designing and evaluating fan

engagement strategies. It organizes the full landscape of fan engagement into six strategic dimensions —

each requiring deliberate investment, specific metrics, and its own set of tools.

The framework is both diagnostic and prescriptive: it helps organizations identify where they are strong,

where they have gaps, and what to prioritize to build a stronger, more commercially productive

relationship with their fans.
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FRAMEWORK OVERVIEW

The W.I.N.N.E.R. Framework™ — Overview
The W.I.N.N.E.R. Framework organizes fan engagement strategy across six interdependent

dimensions. Together, they cover every major touchpoint between a sports organization and its

fans — from the first interaction to long-term commercial relationship.

No single dimension is sufficient on its own. Organizations that excel in Narrative but neglect Experience

will build digital audiences that never translate to matchday attendance. Organizations strong in

Experience but weak in Revenue leave commercial value on the table every season. The power of the

framework lies in its holistic view — and in the diagnostic clarity it provides when one or more dimensions

are underdeveloped.

The W.I.N.N.E.R. Framework™ — Six strategic dimensions of fan engagement · © The Woodwork Co. 2025

DIMENSION DESCRIPTION

W — Welcome
First impressions, fan onboarding, initial
emotional connection
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DIMENSION DESCRIPTION

I — Identity
Tribal belonging, club culture, fan membership
and loyalty

N — Narrative
Storytelling, content strategy, emotional
connection via media

N — Nexus
Fan community, supporter groups, fan-to-fan
connection

E — Experience
Matchday design, stadium activation, in-person
fan experience

R — Revenue
Fan monetization, membership programs,
commercial outcomes
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THE SIX DIMENSIONS

Each Dimension, Explained

W
W — Welcome: First Impressions and Fan Onboarding

The Welcome dimension covers everything that happens when a fan first encounters your
organization — whether through social media, a friend's recommendation, or their first match.
It is the moment that sets the emotional trajectory of the entire fan relationship.

Practical Examples
• Fan onboarding journeys: what happens after a first digital interaction or first ticket purchase?

• First matchday experience design: is the first visit to the stadium memorable?

• Welcome communications: does the club make new fans feel acknowledged and valued?

Organizations that invest in Welcome reduce early fan churn and accelerate the development of

loyalty. A fan who has a strong first experience is significantly more likely to become a long-term,

commercially valuable relationship.

I
I — Identity: Tribal Belonging and Club Culture

Identity is the gravitational force of fan engagement. The most loyal fans are those for whom
supporting their club is a core part of who they are. The Identity dimension addresses how
organizations actively cultivate this sense of belonging — through visual culture, ritual, history,
and community values.

Practical Examples
• Membership programs with tiered benefits that reinforce belonging and status within the fan base.

• Club history and heritage content that connects fans to something larger than the current season.

• Supporter rituals and traditions — chants, matchday protocols — that are preserved and amplified.

Strong identity is the single most durable competitive advantage in sports fan engagement. It is almost

impossible for a rival club or entertainment competitor to replicate the emotional ownership that comes

from a deeply felt club identity.
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N
N — Narrative: Storytelling and Content Strategy

A club without a narrative is just a fixture list. The Narrative dimension covers the continuous
story an organization tells about itself — its players, its values, its history, and its place in the
community. Content strategy lives within this dimension.

Practical Examples
• Consistent content calendar with multiple pillars: player stories, tactical content, community

connections.

• Platform-appropriate storytelling: what works on TikTok is not what works on LinkedIn.

• Behind-the-scenes access that makes fans feel like insiders, not just audiences.

Narrative is the dimension that maintains fan engagement between matches — the 75% of the

calendar year when there is no game. Organizations that only activate fans on matchday are leaving

enormous engagement and loyalty potential untapped.

N
N — Nexus: Community and Fan-to-Fan Connection

The most resilient fan communities are not built on fan-to-club relationships alone. They are
built on fan-to-fan relationships, facilitated by the club. The Nexus dimension addresses how
organizations create and sustain community — the network of connection that turns individual
fans into a movement.

Practical Examples
• Official supporter groups and fan ambassador programs with recognition and benefits.

• Digital fan communities — Discord servers, WhatsApp broadcast channels, fan forums.

• Fan events outside matchday: open trainings, fan festivals, community programs.

A strong Nexus dimension creates what might be called 'loyalty insurance.' Even during poor seasons,

clubs with strong fan communities retain their base — because the relationship is with fellow fans as

much as with the club itself.
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E
E — Experience: Stadium and Event Design

The matchday experience is the single highest-intensity touchpoint in the fan relationship. It is
the moment of maximum emotional investment — and the moment where the gap between
expectation and reality is most acutely felt. The Experience dimension covers everything from
arrival to post-match.

Practical Examples
• Matchday journey mapping: arrival, concessions, atmosphere build, halftime, post-match.

• Fan zone design: activation areas that create memorable, shareable moments.

• Sponsor activations integrated into fan experience — not imposed on top of it.

Research consistently shows that fans who rate their matchday experience as excellent are 3–4x more

likely to renew season tickets and 2x more likely to bring a new fan. Experience is the loyalty multiplier

that no digital strategy can fully replace.

R
R — Revenue: Fan Monetization and Commercial Outcomes

Revenue is the dimension where fan engagement delivers its commercial return. It is also the
most consistently underdeveloped dimension in the organizations we work with — even those
with strong engagement in the other five areas. Fan passion is not automatically fan revenue.
The bridge must be deliberately built.

Practical Examples
• Tiered membership programs that convert loyal fans into paying members with escalating benefits.

• Premium experience packages: VIP matchday, exclusive access, behind-the-scenes events.

• Sponsor activations tied to fan behavior: reward programs, digital interactions, purchase incentives.

A fan engaged across all six W.I.N.N.E.R. dimensions is worth 3–5x more commercially than a casual

match attendee. The Revenue dimension is not separate from fan engagement — it is its ultimate

validation.
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IMPLEMENTATION

How to Use the W.I.N.N.E.R. Framework
The W.I.N.N.E.R. Framework is designed to be used in three ways: as a diagnostic tool, as a

strategic planning model, and as a performance measurement framework. Each use case serves

a different need — but all three are built on the same foundation of six-dimensional thinking.

Step 1 — Run the Six-Dimension Audit
Begin by scoring your organization across each of the six dimensions. Be honest. Use existing data where

available — social media analytics, ticket renewal rates, sponsor feedback, fan surveys — and

supplement with qualitative assessment where data is limited.

The audit will typically reveal a clear pattern: two or three dimensions where the organization is genuinely

strong, and two or three where significant investment is needed. This is normal — and it is precisely where

the strategic value of the framework lies.

Step 2 — Prioritize by Impact and Feasibility
Not all gaps are equally important to close. Prioritize the dimensions where improvement will have the

greatest commercial or loyalty impact — and where the organization has the capacity to execute. A club

with strong digital content but no matchday fan zone will typically see a higher return from investing in

Experience than from incremental improvements to Narrative.

Step 3 — Build a Dimension-by-Dimension Roadmap
For each underdeveloped dimension, design a 90-day action plan with specific initiatives, owners, and

measurable KPIs. The framework works best as a rolling planning tool — revisited quarterly to track

progress and recalibrate priorities.

Who Can Use This Framework

WHO HOW TO APPLY IT

Sports Clubs & Teams
Evaluate current fan engagement strategy and identify highest-ROI
improvement areas.



THE W.I.N.N.E.R. FRAMEWORK™  ·  THE WOODWORK CO.

thewoodworkco.com CONFIDENTIAL

WHO HOW TO APPLY IT

Leagues & Federations
Assess fan engagement across multiple clubs and create league-wide
standards and programs.

Sports Brands & Sponsors
Understand the fan engagement quality of properties before investing
in sponsorships.

Event Organizers
Design fan engagement strategy for tournaments, cups, and major
sports events.
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CONCLUSION

Fan Engagement Is Not an Accident. It Is a
Design Problem.
The most successful sports organizations in the world share a common characteristic: they treat

fan engagement as a strategic discipline, not an operational afterthought. They have

frameworks. They have KPIs. They have roadmaps. They measure what they invest in fan

communities and they expect a return — in loyalty, in attendance, in commercial value, and in

the kind of atmosphere that gives their players a genuine home advantage.

The organizations that struggle with fan engagement are not those that care less about their fans. They

are the ones that have never built the structure to turn that care into strategy. The W.I.N.N.E.R.

Framework is that structure.

Fan engagement is not about posting more content. It is not about building a bigger social media

following. It is about designing every dimension of the fan relationship — from the first touchpoint to

long-term commercial partnership — with the same strategic rigor you apply to everything else in your

organization.

The six dimensions of the W.I.N.N.E.R. Framework are not independent initiatives. They are an integrated

system. Invest in all six and you build the kind of fan relationship that generates commercial value through

every season, every transfer window, and every result.

Start with the audit. Find your gaps. Build your roadmap. The fans are already there. The question is

whether your organization is building a relationship worthy of their passion.
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ABOUT

About The Woodwork Co.
The Woodwork Co. is a sports marketing consultancy specializing in fan engagement strategy,

sponsorship strategy, athlete brand building, sports event consulting, and AI-driven content production for

sports organizations.

We work with sports teams, leagues, brands, and organizations across Mexico and Latin America to

design strategies that build stronger fan communities, maximize sponsorship value, and create sports

experiences that generate lasting commercial results.

The W.I.N.N.E.R. Framework™ is our proprietary model for fan engagement strategy — developed

through years of working inside the sports ecosystem and refined through application across organizations

of every size and stage.

Our Services
• Fan Engagement Strategy

• Sponsorship Strategy Consulting

• Sports Event Consulting

• Athlete Brand Building

• AI Studio for Sports

• Sports Data & Analytics Consulting

CONTACT US
If you would like to apply the W.I.N.N.E.R. Framework to your organization — or explore how The

Woodwork Co. can help you build a stronger fan engagement strategy — we invite you to start with a

30-minute conversation.

thewoodworkco.com · hello@thewoodworkco.com


