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Section One 
 
Introduction  

i .  The ALL>>IN Project  

The ALL»IN PROJECT is co-funded as part of the Erasmus+ programme of the European Union and was developed to establish 

a cross-sectoral cooperation model at a European sub-regional level that allows for integrated pathways of lifelong physical 

activity for people with a disability. 

The project was led by Parasport Sweden with a strong partnership which includes Parasport Denmark, the Finnish 

Paralympic Committee, the Finnish Sports Association for Persons with Disabilities, Laajasalo Folk School (FIN) the Icelandic 

Sport Organisation for the Disabled and Paralympic Committee, the Norwegian Olympic and Paralympic Committee and 

Confederation of Sports, the Norwegian Ski Federation, the City of Östersund (SWE), Mid-Sweden University, the Swedish 

Confederation of Sport, the European Observatoire of Sport and Employment, the European Paralympic Committee and SPIN 

Sport Innovation (DE), with the intention of establishing such a model in the Nordic Region.  

The project calls for a holistic approach at a trans-national level; with a clear strategic view and practice-based problem-

solving. The ALL»IN PROJECT takes on these needs and establishes a cross-sectoral cooperation model at a European sub-

regional level that develops, exploits and implements good practices for integrated pathways of lifelong physical activity for 

people with a disability.  

With it, the project addresses both solutions for current weakness in super ordinated governance in disability sports and 

develops practice-based creative solutions for individual, but highly connected challenges. For it, a cross-sectoral team of 

local to national stakeholders from the entire Nordic sub-region, enriched by experts and European organisations, 

collaborates through five Knowledge Hubs in the areas of: Marketing; Recruitment; Competition; Education; and 

Governance.  

The Knowledge Hub concept encourages collaboration through a focus on strategic topics of collaboration, strengthening 

the cooperation both in terms of knowledge exchange and joint initiatives in a structured manner, which sees the 

cooperation move from a ‘macro’ level approach of discussion and agreement to a ‘micro’ level approach of implementation. 

Pledging to work together to develop a Knowledge Hub allows the organisations to highlight and efficiently use the resources 

they have within the group, and to select and commit personnel to topics whilst defining clear micro level objectives and 

intended impacts to affect the overall macro level goals.  
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All outcomes are processed into transferable learning elements to be exploited by single organisations or other sub- and 

macro-regions in Europe. The vision is that the ALL»IN PROJECT will help disability sport stakeholders to establish cross-

sectoral pathways at a trans-national level and that these create sustainable higher day-to-day participation in sports and 

lifelong physical activity for people with a disability. 

i i .  Knowledge Hubs  

The Knowledge Hub Process  

In order to support the practical implementation of the Knowledge Hub activities the project partners sought to develop a 

sustainable and transferable model which would guide the process of setting up and managing a Knowledge Hub process, 

compare it to academic standards and provide the results of experiential learning as a result of implementing the 

methodology through the project. 

The Knowledge Hub Process;  An Overview  

As emphasized above, the main challenge facing the organisations involved in the project, and many other organisations 

operating within the Sport and Parasport sectors in Europe is their limited size and the resultant inability to reach a critical 

mass when acting alone to achieve development aims. Therefore, rather than leaving challenges to be solved by each country 

on its own – maybe even at the same time, the ALL»IN KNOWLEDGE HUB CONCEPT represents the idea to provide a focal 

point for (the exchange of) knowledge, support, and the innovative development of ideas for one specific topic in one country 

for the benefit of all countries working under an umbrella of a sub-regional cooperation structure.  

The Knowledge Hub process was developed so that each ALL»IN KNOWLEDGE HUB would follow a generic working approach, 

which would include the following elements; 1) A specific needs assessment phase and the identification of good practices 

at a cross-national & cross-sectoral level; 2) The development of creative solutions and action planning for national and cross-

national implementation; and 3) The actual implementation and testing of the developed innovative solutions in the field. 

The theory behind the Knowledge Hub was to establish a process which was generic at the super ordinated level, but that 

the single creative solutions developed through the Knowledge Hubs were tailored to real and specific challenges and 

implemented and managed by people with the local, specific skills and knowledge to ensure that the outcomes were as 

applicable and sustainable as possible.  
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Single tasks within the generic process that are similar for the five Knowledge Hubs include: (a) Desktop Research, (b) 

Qualitative Interviews, (c) Workshops and meetings with cross-sector partners at national and local level, (d) Workshops and 

meetings with cross-national partners at sub-regional level; (e) Individual planning and implementation at national and local 

levels with cross-sector partners; (f) Workshops and meetings for consolidation, validation and abstraction.  

During the ALL-IN Project the following elements were chosen for to be focusses upon through the Knowledge Hub 

implementations.  A) Awareness-Raising, B) Recruiting & Inclusion, C) Competition Opportunities, D) Human Resources 

Training in the area of Classification, and E) Governance. 

i i i .  Knowledge Hub Toolkit  

The Knowledge Hub Toolkit aims to provide some overall guidance and specific tools to support organisations to kickstart 

their own Knowledge Hubs. It is intended as a standalone document which provides information on the ALL-IN project, the 

need for collaboration and some specific tools and mechanism to be used during the workshops/seminars/meetings of the 

Knowledge Hubs. 

The tools provided are intended as a basis from which to build your own processes further and expand upon the ideas 

contained within the different workshops, documents and processes. Furthermore, the tools are not intended as a complete 

step by step guide, rather a suggestion to spark own innovation. This is reflected in the nature of the tools provided, which 

are open ended and non-prescriptive, to provide enough room to tailor them to the target group and the topic which is being 

addressed through the Knowledge Hub and the resources, demographics and timeline which are involved. 
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The tools are based around the four stages of the Knowledge Hub and provide some foundation examples for to use in each 

step. When these interventions will be made will vary based on the timeline you have established for the Knowledge Hub 

itself, where the tools can be used over a number of weeks, months or indeed years. 

iv .  Exploitation Guidel ines  

Following the completion of the ALL»IN project, exploitation guidelines have been developed for each of the Knowledge 

Hubs. Each of the exploitation guidelines contains a HUB specific needs assessment at a cross-national & cross-sectoral level; 

identification of good practices at a cross-national & cross-sectoral level related to the HUB’s principles; development of 

creative solutions and action planning for national and cross-national implementation; and implementation and testing of 

the developed innovative solutions in the field. 

The Exploitation Guidelines aim to provide transferrable knowledge and lessons learned from the project for a variety of 

stakeholders, including NORDHIF and Similar Profile Cooperation models, EU Sub-regions, Individual countries and individual 

practitioners.  

 To inform stakeholders: 

 What was available or used at the time the project was implemented and what was really missed or needed by the sector 

practitioners? 

 What did really work for the sector and what kind of creative solution was developed by the respective Knowledge HUB, 

and why? 

 How could and should this respective creative solution be implemented to reach its goals? 

 How could it be adapted and used by other stakeholders?  

The Exploitation Guidelines are designed to serve as a record of the activity of the ALL-IN Project and as a resource for 

interested stakeholders to benefit either their own programmes based on the Knowledge Hub outputs and to provide an 

account of cooperation and collaboration in a transnational perspective.  
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Section Two 
 
An Overview of The Processes and Results of The Knowledge Hub: Governance   

 

STEP ONE: CONTEXT/NEEDS ASSESMENT  

Governance in Parasport  

Since the formal creation of Paralympic sport after the Second World War, the movement has been fundamentally volunteer 

based due to the lack of money and visibility from outside the sector. As a result, governance structures have been very 

informal and largely non-existent in many countries.  

Over the last 30 years, the Paralympic movement has slowly begun to develop clearer governance structures, with a global 

governance structure comprising of three levels, including National Paralympic Committees, regional Paralympic 

committees- such as the European Paralympic Committees, and finally the International Paralympic Committee. Despite this, 

the development of these governance structures has been largely inconsistent and informal across countries and regions, in 

part due to the lack of money and visibility of the sector.  

However over the last 15 years approximately, the movement has had to undergo significant professionalization as a result 

of increased income and visibility of the sector, in part as the result of the leadership of the international Paralympic 

Committee and success of the Paralympic Games, particularly London 2012. As a result, governance structures which have 

been comparatively developed in the Olympic movement over the last 100 years, have had to be quickly developed in the 

Paralympic sector in 10-15 years.  

However, the development of governance structures in the Paralympic sector remains inconsistent, particularly at the 

individual country level, with countries at different stages of development and adopting different structures as a result of 

several factors, including their organisational size and income level. Furthermore, there remains a distinct lack of specific 

literature for Paralympic organisations, both at the national and sub-regional level, on how to update the governance 

structures in accordance to their specific and unique demands. 

Lead Organisation: NPC Iceland 

Support/Validation Organisations: NPC Finland, Parasport Denmark, Parasport Sweden, NOC & NPC 

Norway, Faroe Islands (guidance & support provided by External Experts from SPIN Sport Innovation) 
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Governance in the Nordic region  

The Nordic region faces similar challenges to the rest of the Paralympic sector in terms of the consistent development of 

governance structures and professionalization of the sector at the national level. In particular, individual Nordic countries 

are seen as very progressive and professional within the Paralympic movement and considered at the forefront in terms of 

the development of governance structures. However, differences exist within the governance structures within the Nordic 

region, due to differing national structures and PESTLE factors.  

Whilst the disparity in governance structures and the professionalization of the sector usually wouldn’t be an issue for a 

group of independent countries in a geographical region; the Nordic region is relatively unique in terms of its close 

cooperation for Paralympic sport a common approach to governance is required.  This disparity lead to a challenging but 

productive effort through the ALL-IN project to answer key questions such as; What are the needs of the collaboration? What 

is the purpose of the collaboration? How much governance and what type of governance do we need?  

Governance in NORDHIF  

Whilst the Paralympic movement has developed a clearer global governance structure, NORDHIF as a sub-regional 

cooperation model, does not formally fit within the current global structure, as it sits in-between the individual country and 

regional level. In addition, from a legal point of view, the NORDHIF cooperation model does not constitute a formal entity, 

as it is not registered in any of the participating countries.  

Furthermore, despite the significant professionalization over the last 15 years in Paralympic sport, NORDHIF has remained 

an informal collaboration and has not developed its governance structure since its founding in the 1970s. Furthermore, these 

founding documents only constituted four pages of formal legalised text in Swedish and were largely unknown and unusable 

to NORDHIF members. In effect, NORDHIF therefore did not have any operational governance structures/documents which 

collectively and practically established how the cooperation model should function and its vision.  

The informal nature of the cooperation model and the fact it does not hold a specific budget or staff meant the cooperation 

is quite unique and has been able to work largely unchanged since its creation. Therefore, the cooperation model can be 

described as a closed, sub-regional and informal network of 3rd sector organisations which has adopted some basic formal, 

yet non-binding strictures for itself. 

This issue is further compounded by the assumption and belief of non-Nordic countries, that all Nordic countries are the 

same as they are bound together by similar “Nordic values”, such as democracy, transparency and equality, and countries 

unquestionably support each other politically. However, in the Nordics and in NORDHIF, these values were not clearly 

identified or defined and support for the values and each member, was very different in each Nordic country. 

In addition, largely as a result of the informality of NORDHIF, each member country assumed that all NORDHIF members felt 

the same about the cooperation model and its purpose. However, as the section below demonstrates, it became apparent 

at the beginning of the ALL>IN project that each member had very different perspectives.  
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Whilst the cooperation model was created with the belief that due to the similar country characteristics in the region, in 

particular their small population sizes and lower income for Paralympic sport, there was value in creating a sub-regional 

cooperation model which could help resolve their national challenges collectively and further reduce the cost of doing so, it 

was considered that  clearer governance structures would allow the cooperation model to become more effective and 

efficient and thus increase their capacity for impact both at a sub-regional and national level.  

The Common Challenge  

Therefore, a number of common needs, challenges and opportunities were identified which could be focussed upon as part 

of the ALL>IN Governance Knowledge Hub.  

a) Need to establish a commonly agreed purpose and appropriate governance structure for NORDHIF 

As a baseline, NORDHIF had an informal governance structure which functioned well allowing the cooperation model to 

establish ad-hoc responses to the needs of the members. However, the consensus was that the governance structure should 

be reviewed, to test its applicability and effectiveness. It was felt that a more strategic approach to governance would be 

required to improve impact but that would first require the working group to revisit and establish a commonly agreed what 

the purpose of NORDHIF is and what an appropriate governance structure looks like. 

b) Disparity in governance structures of NORDHIF members 

Naturally, disparity exists between NORDHIF members in terms of their own current governance structures. The disparity is 

inevitably leads to differing approaches to governance, based on prior engagement and experiences. The knock-on effect to 

NORDHIF is that these differing approaches (and expectations) can either complement or clash with the structures developed 

at the national level, especially when considered through the context of strategic priorities.   

c) Disparity in perspectives on the governance structure and purpose of NORDHIF 

Furthermore, in addition to, and a result of the disparity of national governance structures of NORDHIF members, there were 

degrees of different between members in their perspectives on what a governance structure and redefined purpose of 

NORDHIF should look like.  

This is particularly challenging as due to the fundamental differences between some members, in terms of their size and 

resources available. This would therefore impact their perspectives on what NORDHIF should do, based on their ability to 

commit to support that action. Therefore a solution based on the needs of the group would need to be established which 

did not either over-burden individual members or the groups as a whole but instead was an appropriate level of governance 

which boosted their capacity to make an impact on key common strategic goals.  

d) Lack of specific Good Governance literature for Parasport organisations and similar sub-regional cooperation models 

In addition to updating and developing NORDHIF’s governance structure and purpose, the working group recognised the 

importance and need of developing a guidelines document for similar Parasport organisations to explain how to update their 
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own governance structures and how to approach the issue of governance at a sub-regional level. As many organisations in 

the Paralympic sector had had to undergo significant professionalization with regards to its governance structures in a short 

period of time, there was a surprising lack of specific literature to support organisations that had not yet either undertaken 

such updating or had not completed their development. The working group also felt there was an opportunity to provide 

some ‘ground rules’ for sub-regional cooperation in an effort to support other groups to follow the same collaborative 

framework.  

 

The Expected Impact  

•  Increase NORDHIF’s impact   

The working group hoped by creating a coordinated and applicable governance structure and purpose, it would allow 

NORHIF to function more effectively as a cooperation model, by helping members resolve their national challenges 

collectively through a clear structure at the sub-regional level. Furthermore, by increasing the clarity for members of 

how NORDHIF should function and what its aims are, it was hoped members would engage more collectively through 

the cooperation model, thus increasing its relevance and value.  

•  Align perspectives of NORDHIF  

As a result of the process of reviewing and creating a clear governance structure and purpose for NORDHIF, the 

working group hoped to establish a model of governance which considered the differing perspectives of the 

Key Considerations for the Creative Solutions phase  

 Need to identify, define and agree Nordic values as part of the governance project.  

 Need to identify and agree a common purpose for NORDHIF 

 Need to create an operational governance structure for NORDHIF which is collectively agreed by the group. 

 Need to not only describe, but also review NORDHIF´s existing operational structures and processes  

 Need to integrate the already existing agreements and documentation into the WP outcome (e.g. the statutes, 

the strategic plan)  

 To keep the operational governance structure and purpose clear and simple for all members to use and 

understand. 

 Need to fill a gap in the literature, by creating Paralympic governance guidelines which can be utilised by similar 

cooperations and individual countries  

 To ensure that all NORDHIF members are involved into all stages of the process that will be used to review, 

discuss and adapt the governance guidelines for NORDHIF. 
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objectives, purpose and expected outcomes of NORDHIF, and streamline the cooperation model based on this 

review.  

•  Fil l  a gap in current l iterature on Paralympic  governance  

By creating specific Paralympic good governance guidelines as part of the governance knowledge hub, the working 

group hoped to fill a gap in current literature for the relatively new concept of sub-regional collaboration, similar 

organisations and even individual countries. In turn, the group hoped this would inspire other organisations to take 

up the approach of sub-regional cooperation.  

•  Establ ish NORDHIF in the Paralympic global governance structure  

Furthermore, it was hoped by developing a clear governance structure and purpose, NORDHIF would be able to 

promote good governance and organisational transparency.  It was hoped that this would both ‘contribute to the 

conversation’ around good governance in the sector at the moment whilst simultaneously making NORDHIF a more 

open and transparent cooperation model from an outward facing perspective.    

 

STEP TWO: IDENTIFICATION OF GOOD PRACTICES  

In order to create a clear operational governance structure and redefined purpose for NORDHIF, the working group 

undertook a research process to identify and analyse good practices in sports governance to help develop their approach. 

In particular, the group recognised the need to scope and identify work and expertise in 3 areas: (1) Existing resources 

within the Paralympic Sector in the Nordic region (2) Existing resources in the Paralympic Sector, beyond the NORDHIF 

network and project partnership (3) Existing resources in the Sports Sector, beyond the Parasport Sector. 

Following conducting research, it was intended that the working group would then develop an applicable governance 

structure and redefined purpose for NORDHIF, which would then be presented to NORDHIF members for discussion and 

feedback. Furthermore, it was hoped the working group would be able to create specific Paralympic good governance 

guidelines for similar sub-regional cooperation models and even individual countries to use when updating their 

governance structures.  

 (1)  Exist ing resources within the Paralympic  Sector in the Nordic region  

Canvass ing of National Paralympic Committees in Nordic Region  

First, as the working group understood there was differences between NORDHIF members in terms of their opinions of 

what NORDHIF’s governance structure and purpose should look like, and the group recognised the fundamental success of 

the Hub would rely on a collective agreement from members, the working group created a preparatory questionnaire to 

clearly identify and understand the perspective of each country at the beginning of the project.   

As part of the questionnaire, the working group provided clear instructions to respondents about the process they should 

follow when filling in the questionnaire. This included asking respondents to read through all the questions first before 



    ALL-IN I Exploitation Guideline: Governance 

 
 

12 

beginning to answer, in addition the group aimed to get respondents to frame their answers with the aim of making 

NORDHIF more transparent, effective and efficient. Furthermore, the working group crucially asked for the questionnaire 

to be discussed by the Secretary General, President and Board members of each NORDHIF member, as they wanted to 

ensure the answers fairly represented the opinion and perspective of the whole organisation.  

The questionnaire contained 5 sections which aimed to identify the desired role, scope and mode of operation for NORDHIF.  

The five sections and brief description of each from the questionnaire were as follows: 

# Name of section Brief description  

1 Vision and Scope This section relates to the vision and scope of NORD-HIF, including 

roles, objectives, and perspectives of the network. 

2 Leadership This section relates to decision making processes of NORD-HIF, 

including its organizational culture and aspects regarding conflicts of 

interest 

3 Operational Management This section relates to the operational management of NORD-HIF. It 

refers to its structures, resources and processes. 

4 Communications This section relates to all internal and external communication 

processes. It includes the issues related to representation, 

participation and knowledge management. 

5 Any Other Issues This section gives respondents the opportunity to suggest or share any 

other perspectives on the governance of NORDHIF.   

 

Each section had an introductory statement that reflected the current situation in NORDHIF and/or a possible future 

approach for the cooperation model, before asking a number of questions. The aim of these introductory statements was 

not to suggest a possible final outcome of the project, but rather to be a starting point for a process of reflection and 

discussion for the respondents, which the working group believed was essential in order to develop effective guidelines. 

Furthermore, the first question in each section asked the respondents to reword the introductory statements to best 

describe the situation they wished to be realised in the future. The working group hoped that by providing a common 

introduction or starting point for the member to edit if they deemed necessary, it would allow them to more clearly 

understand any differences between the NORDHIF members. 
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Following the introductory statement and question, the rest of the section had a number of questions which largely asked 

respondents to identify what they believed the benefit of NORDHIF was for the particular theme and asking what work 

should and shouldn’t be prioritised as part of the theme for NORDHIF.  

The results of the questionnaire would then be used by the working group to develop an applicable governance structure 

which would be proposed to NORDHIF and only implemented once agreed by all of NORDHIF’s members. Furthermore, in 

the interests of transparency and trying to maximise member engagement, the working group also produced a synopsis of 

the results, including identifiable answers from members, which would then be shared with and discussed by NORDHIF.  

This system benefitted both the working group and NORDHIF members as it was arguably the first time since the 

cooperation model was created that member openly expressed their opinions about the different aspects of the model and 

reflected on its value. This process also allowed the NORDHIF members to fully understand the position of each member 

state and then collectively move forwards as a group towards creating a new governance structure and redefined purpose 

for NORDHIF.  

(2)  Exist ing resources in the Paralympic Sector,  beyond the NORDHIF network and project 

partnership 

Research and Exchange Workshops  

Alongside completing the questionnaire, the working group worked with NORDHIF members to discuss good governance 

approaches from across the Paralympic sector. For example the group discussed the IPC’s governance reviews and other 

approaches undertaken by NORDHIF members. However, the working group identified that as NORDHIF was a very unique 

cooperation model in the sector, given its sub-regional level and the fact it was an informal cooperation model with no 

staff or budget, none of the governance approaches discussed from inside the Paralympic sector were completely relevant 

for NORDHIF. In particular most good governance approaches were focussed on formal organisations with significant 

budgets and staff.  

Therefore the group concluded that whilst they could be inspired by some aspects of other good governance guidelines, 

they would need to develop their own specific governance structure and guidelines for NORDHIF. As a result of the research 

conducted both inside and outside the Paralympic sector, the working group began developing a questionnaire for 

NORDHIF members to complete.   

 (3)  Exist ing resources in the Sports Sector,  beyond the Parasport Sector  

Research and Exchange Workshops  

In addition to discussing good governance approaches within the Paralympic Sector, the working group also undertook 

significant research to identify and discuss approaches from outside the Paralympic Sector. This included researching and 

discussing work undertaken by the IOC, FIFA, UEFA and the EU with respect to good governance. Furthermore the group 

recognised the significant work undertaken in the United Kingdom for third sector and sports organisations, with respect 
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to good governance. However similarly to the good governance approaches in the Paralympic sector, the working group 

recognised the approaches weren’t fully relevant for NORDHIF as they focussed on organsations with large budgets and 

already well developed structures. As a result, the working group looked for good governance approaches more generally.  

Whilst they believed the sports sector was the most appropriate sector to research approaches, the working group found 

that as NORDHIF was so unique and informal, they may benefit from looking at general good governance approaches. In 

particular the working group looked at work undertaken in Australian, Canada and New Zealand which investigated best 

practice for how new organisations should generally be structured/governed. This perspective, which focussed on general 

guiding principles from the ground up, rather than formal structures and procedures, proved to be some of the more 

relevant work the working group identified and helped develop their approach for developing good governance guidelines 

for NORDHIF.    

STEP THREE: CREATIVE SOLUTIONS AND ACTION PLANS  

Following the conducting of research, the working group agreed to develop a creative solution and transferable tool to 

support the development of a new governance structure and purpose for NORDHIF alongside the development of good 

governance guidelines which could be used by interested stakeholders.  

 (A) New Operational  Governance Structure and Redefi ned Purpose of NORDHIF  

As NORDHIF is such a unique cooperation model in sport, the working group recognised that whilst they had been inspired 

by different aspects of good governance structures and guidelines from inside and outside para sport, they would need to 

develop a completely unique and brand new governance structure. 

Due to the disparity in the development of NORDHIF member’s governance structures and their opinions about NORDHIF’s 

organisation and purpose, the working group recognised it would be a significant challenge to develop a new operational 

governance structure and redefined purpose for NORDHIF.  

Therefore, in order to combat this the working group identified a number of steps that would be need to be taken in order 

for this to be achieved successfully.  

1. Identify and agree common Nordic values 

2. Identify and agree a common purpose for NORDHIF 

3. Develop a suitable and clear governance structure agreed on by all members 
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Key Elements  

In order to develop clear governance guidelines, the working group divided the guidelines into a number of key elements or 

individual building blocks which they recognised needed to be defined and agreed as part of creating a new structure. These 

elements would describe “what” NORDHIF’s governance approach would involve, including: 

 Values 

 Mission 

 Vision  

 Statutes 

 Operational Guidelines 

 Operational Structure 

 Strategic Plan  

 Action Plan 

The working group recognised that the success of the whole governance package would rely on each of these elements or 

building blocks being clearly defined and coherently working together.  

KEY ELEMENTS OF THE NEW OPERATIONAL STRUCTURE AND REDEFINED PURPOSE  

 DEFINE: Clearly define all the elements of a new operational structure and purpose.   

 AGREE: Secure a collective agreement from NORDHIF members supporting and understanding all elements of 

the new structure and purpose. 

 INSPIRE: Create good governance guidelines to inspire other cooperations to update their governance 

structures.  
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From these key elements or building blocks, the working group then created a formal illustration of how the governance 

structure or framework would look.  

The framework is based on a pyramid, with the Nordic values forming the foundation and based on these values, the mission, 

vision and values of NORDHIF have been created. In order to translate the overarching objectives into action the working 

group agreed NORDHIF would need to create a four year strategy and annual action plan. These would be discussed and 

developed as part of the governance hub. Finally as part of the structure, the group recognised new statutes and operational 

guidelines would be needed to provide a stable regulatory and operation bracket around NORDHIF’s agenda and activities.  
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Fundamental Principles  

In addition to the key elements or building blocks of the new governance structure, the working group identified and agreed 

on a number of fundamental principles which would guide the development of the new governance structure and purpose 

of NORDHIF. Unlike the key elements, which described “what” NORDHIF’s governance approach would involve, these 

principles were used to describe “how” NORDHIF wanted to tackle issues and “how” they wanted the network to be governed 

in practice.  

The principles were as follows: 

Good Governance  As a network and as individual members, the group agreed 

to adhere to the principles of good governance including 

transparency, accountability, democracy, integrity and 

ethical behaviour.  

Independence Whilst NORHIF acts as a collaborative network, each 

member acts fully independent in all matters. Decisions 

taken by the network are non-binding in principle, with 

each member having the right to opt out from any 

agreement.  
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Openness Alongside the principle of independence, members are 

expected to be open with each other. If a member 

organisation does not share or support a common political 

decision, it shall actively inform the other partners about it.  

Simplicity As the guidelines/governance structure are designed to 

support NORDHIF’s strategic and day-to-day work, the 

working group agreed the guidelines should regulate as 

much as necessary, but as little as possible. The aim is not 

to make the cooperation model more formal or 

complicated, just more explicit and transparent. 

Commitment  As an informal network, the group recognised possibility 

that work at the national level is prioritised over 

collaboration at the sub-regional level. The group therefore 

set a clear expectation that any work started at the sub-

regional level should be completed first, before reassessing 

and changing if necessary the level of commitment 

expected by the group.  

 

As the guidelines/governance structure are designed to support NORDHIF’s strategic and day-to-day work, the working group 

agreed the guidelines should regulate as much as necessary, but as little as possible. The aim is not to make the cooperation 

model more formal or complicated, just more explicit and transparent. Furthermore the group believed the guidelines should 

define as much and as precisely as needed- but as simple and slim as possible.  

Target Demographics  

The new governance structure/good governance guidelines and purpose for NORDHIF targeted two main target 

demographics, those inside the NORDHIF cooperation model and those outside of the organisation. For those inside 

NORDHIF the new structure and guidelines aimed to educate members, provide clarity about the structure and aims of the 

cooperation and make NORDHIF more effective as a result. For those outside the NORDHIF the good governance guidelines 

are designed to NORDHIF’s external stakeholders and help and inspire outside organisations to develop their own 

governance structures and to increase the transparency of NORDHIF and its aims as a cooperation model.  However the 

working group and NORDHIF agreed that whilst good governance guidelines would be created to help outside organisations 
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develop their own governance structures, not all of the operational details regarding NORDHIF’s strategy and affairs would 

be shared publically.   

 

(B) Good Governance Guidelines  

As part of the project, the working group created good governance guidelines. The guidelines were divided into two parts. 

Part A was a public document which gave advice about general governance guidelines, including how NORDHIF created its 

new characteristics, goals and the values through which they manage their collaboration as a network. Part B was an internal 

document for NORDHIF members and outlines NORDHIF’s current strategic action plan.  

STEP FOUR: IMPLEMENTATION AND TESTING  

(A)  New Operational  Governance Structure and Redefined Purpose of NORDHIF   

IMPLEMENT ATIO N O VER VI EW  

The implementation and testing of the new operational governance structure and redefined purpose of NORDHIF was led by 

members of the working group, which included NORDHIF members and input provided from SPIN- Sport Innovation. 

Following the initial kick-off meeting and review of the questionnaire results sent to NORDHIF members at the beginning of 

the project, the working group developed a number of options which were presented to NORDHIF at the Secretary General 

meeting. As the project effectively developed a brand-new governance structure and purpose for NORDHIF, the proposals 

had a significant number of individual elements which needed to be created. Over the course of the three years of the ALL-

IN project, the individual elements of the proposals were discussed and developed by the NORHIF Secretary Generals. Whilst 

the first proposals were presented to the group in June 2018 and group aimed to have the final proposals agreed and 

implemented as part of the project, at the end of the project in December 2019 NORDHIF had yet to agree and implement 

the final proposals and documents.  

ELEMENT S TE STED  

The concept had a number of fundamental elements and principles, all of which were tested during the ALL>In Project. As 

the working group aimed to develop from the ground up a new governance structure and purpose/good governance 

guidelines there were a significant number of elements which needed to be developed as part of the project. This included 

reviewing the existing governance documents of NORDHIF, defining Nordic values, defining NORDHIF’s new purpose and 

ACTION PLAN 

Over the course of the three year ALL>In project, the working group aimed develop a new governance structure and 

purpose for NORDHIF which would be agreed on and implemented at the end of the project. Once an initial proposal had 

been developed after the review of questionnaires sent to members, the working group looked to use feedback loops 

and NORDHIF’s Secretary General meetings to discuss, develop and finalise the proposals.  
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governance principles. In addition the most significant piece of work was creating the new governance structure for NORDHIF 

which included defining and agreeing NORDHIF’s values, mission, vision, statutes, operational guidelines, operational 

structure, strategic plan and action plan.  

FEED BAC K &  RE VI SIO N P R OCESS  

Following a clear feedback and review process, after each element and proposal was discussed at the NORDHIF Secretary 

General meetings, the working group altered the proposals based on feedback and represented them to the group at the 

following meeting. Furthermore, the working group held a number of workshops as part of the meeting to discuss in more 

depth particular components of the proposals, such as NORDHIF’s values. Overall the new governance structure and purpose 

of NORDHIF, and the elements that make up it changed a number of times and are still yet to be finally agreed and 

implemented at the end of the project.  

Nordic and NORDHIF Values  

IMPLEMENT ATIO N O VER VI EW  

As NORDHIF’s existence is due to the close collaboration between Nordic countries as a result of their similar challenges and 

countries, the values which hold the cooperation model together are very important and central to the identity of both 

NORDHIF and its individual members. However, the working group recognised at the beginning of the project, that whilst all 

the members believed in “Nordic” values or values which encapsulated NORDHIF, each member had different ideas about 

what these values were.  

The working group agreed that building a new governance concept based on a “hidden canon of values” would be difficult 

.As a result, the working group wanted to make both Nordic and NORDHIF’s values more explicit. 

ELEMENT S TE STED  

Utilising the feedback from NORDHIF members in their initial questionnaire, the working group set out to make the values 

more explicit and easily defined. The working group held a workshop as part of the project with NORDHIF members to more 

easily discuss the values they wanted to support.  

FEED BAC K &  RE VI SIO N P R OCESS  

As part of the process, the working group agreed with NORDHIF that it was easier to express their values using four values 

statements, which then explicitly stated the values they supported underneath. As a result both Nordic and NORDHIF’s values 

became merged into one document explaining what NORDHIF stands for. In particular the group created a value tree, and 

whist they accepted the tree was perhaps incomplete, they agreed it provided the cooperation model with a solid starting 

point for any values related issues or discussions in the future. 
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NORDHIF reaffirmed as a result of the work, they believed their strong values provided guidance and orientation to other 

organisations in Paralympics sport in the face of threats to sport’s integrity.  

Mission and Vision 

IMPLEMENT ATIO N O VER VI EW  

Prior to the ALL IN Project, NORDHIF did not have a clear mission or vision which had been collectively agreed by members 

since its founding. Instead NORDHIF had simply functioned as an informal body which aimed to support collaboration 

between Nordic countries. As a result the working group believed it was essential to create a new mission and as part of the 

project.  
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ELEMENT S TE STED  

The group believed any mission created should explain in one sentence why the NORDHIF network is needed and what the 

added value is which NORDHIF brings to the sector. In addition, they believed NORDHIF’s vision statement should provide 

an inspiring idea of what NORDHIF wishes to achieve in the future.  

FEED BAC K &  RE VI SIO N P R OCESS  

Following the feedback and revision process, the group agreed a new clear mission and vision for NORDHIF. This provided 

significant clarity and focus to the group who believed this would help NORDHIF be more effective and increase engagement.  

NORDHIF Operational Guidelines  

IMPLEMENT ATIO N O VER VI EW  

To support the creation of the new governance structure and purpose of NORDHIF, the working group aimed to create an 

operational guidelines document which explicitly outlined and explained to NORDHIF members how the cooperation model 

should function once the new structure had been implemented.  

ELEMENT S TE STED  

The working group agreed the guidelines would need to be all encompassing of each of NORDHIF’s components and in order 

to ensure NORDHIF functioned efficiently, they would need to explicitly explain each detail.   

FEED BAC K &  RE VI SIO N P R OCESS  

As planned Phase One of the guidelines were finalised by the working group during the lifetime of the project as they relied 

with  Phase Two being completed as a key sustainability factor. As a result the working group and NORDHIF planned to deal 

with this aspect in the first part of 2020 to maintain momentum in the development.  

Operational Structure  

IMPLEMENT ATIO N O VER VI EW  

As part of the working group’s objective to make NORDHIF a more effective cooperation model, they identified the need to 

clarify and review the operational structure of NORDHIF. The working group wanted to explore the possibility of expanding 

the structure further. Furthermore, the working group wanted to explore the responsibilities and expectations of being the 

“Chair” of NORDHIF, which is allocated to one member country for x number of years. In addition, the working group aimed 

to clarify the responsibilities and expectations of being the NORDHIF Chair, including the responsibility of being the NORDHIF 

office.  
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ELEMENT S TE STED  

Using feedback from the original questionnaires sent to NORDHIF members and by utilising some of the knowledge gained 

through researching governance structures used in other organisations both inside and outside Parasport, the working group 

created a number of proposals which were debated, discussed and amended by NORDHIF members.  

Overall the working group aimed to create a new operational structure with clearly defined components, in addition to an 

operational chart which explained NORDHIF’s new structure and how each component would interact with each other.  

FEED BAC K &  RE VI SIO N P R OCESS  

After several rounds of discussions, with proposals being discussed and altered, NORDHIF agreed aspects of the new 

operational structure and created an operational chart to clearly explain to members how the NORDHIF and its constituent 

parts should function.  

Phase Two will include the development of the role, responsibilities, decision making power and meeting schedule of each 

of the constituent parts and who made up them, to make it explicitly clear how NORDHIF should function in the future.  

NORDHIF discussed that the structure could be expanded to include the flexible opportunity for employees or volunteers to 

collaborate with others across the Nordic region. Whilst some informal collaboration was already happening before the 

project, the change in operational structure would not formally encapsulate that collaboration under NORDHIF’s banner and 

hopefully lead to further collaboration in the future. In addition discussed the possibility to include  temporary working 

groups which could be appointed by the NORDHIF Board which would be made up of operational employees/volunteers. 

NORDHIF Strategy and Action Plan  

IMPLEMENT ATIO N O VER VI EW  

In order to make NORDHIF more effective and transparent, the working group recognised the fundamental need to develop 

a clear strategy and action plan as part of their building blocks for the new governance structure and purpose. In particular, 

the working group believed it was essential to develop with NORDHIF members a clear four year strategy and annual action 

plan.  

ELEMENT S TE STED  

In order to do this, the working group initially used the feedback from the original questionnaire sent to NORDHIF members 

and presented a number of options to the NORDHIF Secretary General Meeting, which were then discussed and developed.    

These options included: 

 

Nordic Friendship Club   This option would mean NORDHIF and its members would consciously reduce 

its ambition and activities as a group and simply become a consultative network 

to exchange and maintain good relationships between members. As part of this, 
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NORDHIF and its members would create a simply vision and values statement 

which would clearly explain the parameters of their cooperation.   

Policy Influencers  This option would change and focus NORDHIF’s ambitions to become a 

consultative network which in part aims to increase its sport political influence. 

This would include influencing policy at the national, regional and international 

level within Parasport and government.  As a consequence, NORDHIF’s meetings 

would largely remain the same, however their discussions and focus would shift 

towards discussing policy developments and objectives at all levels, which they 

were all individually responsible for in their home countries already.  

Nordic Special Task Force This option would change and focus NORDHIF’s ambitions to become a 

collaborative network which increases its activities and aims to make an impact 

on Parasport by implementing a common work programme. In particular, 

NORDHIF and its members would agree to undertake more collaborative 

projects under the NORDHIF umbrella. As a consequence, NORDHIF would need 

to adapt its operational structure and increase resources from members in order 

to fund their common activity.  

Something different  This option would mean NORDHIF and its members start their review process 

again and look to create a different scenario..  

 

FEED BAC K &  RE VI SIO N P R OCESS  

Following several rounds of discussions at different NORDHIF meetings, with proposals being adapted, discussed and adapted 

again, NORDHIF members eventually agreed the strategy and action plan would be divided into two strands. Strand A 

focussed on monitoring and influencing sport policy development and decisions of the Paralympic sector on the European 

and international level.  String B referred to the more practical aspects of Parasport development at the sub-regional (Nordic) 

level. Furthermore as part of the new level of accountability in NORDHIF, the group agreed to create an annual activity report 

which would be used to hold the group accountable to ensure they met the realistic objectives and delivered the activity 

they set out to do the previous year.  
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Section Three 
 
Learning Summary  

Introduction  

Following the development of the new governance structure and purpose of NORDHIF, the working group identified a 

number of lessons learned which have been developed into exploitable learning points for practitioners and organisations 

wishing to undertake similar activities.  

The following tables in this section are designed to clearly break down the learning points into each area of the governance 

hub so they can be easily exploited. Whilst some of the points overlap different areas of the hub, it is hoped this format 

allows for the easiest exploitation of learning points.  

Throughout the ALL>IN Project, the working group followed a clear review process, with a number of feedback loops and 

development meetings to review the events delivered each year and to identify areas for improvement. During this process 

the working group began identifying some lessons learned which could be developed into exploitable learning points.  

  



 

(A) NEW OPERATIONAL GOVERNANCE STRUCTURE AND REDFINED PURPOSE  

WE BELIEVED THAT… WE OBSERVED THAT… FROM THAT WE LEARNED… THEREFORE WE RECOMMEND… 

Each NORDHIF member believed in 
common “Nordic values” which 
would underpin any newly created 
good governance guidelines.  

Each NORDHIF member held 
different values and definitions of 
what they believed were “Nordic 
Values”. 

The importance of clearly defining and 
collectively agreeing what the “Nordic 
values” were that underpinned the 
newly created good governance 
guidelines.  

Organisations which believe shared 
values are important to their 
cooperation, should clearly define 
and agree these values with their 
members.    

We would be able to create a new 
governance structure/good 
governance guidelines based largely 
in part on existing good governance 
documents in the sport sector 

Whilst we were able to take 
inspiration from some aspects of 
different good governance 
approaches, as NORDHIF is such a 
unique cooperation model, 
particularly in the sport sector, we 
had to develop a brand new and 
specific structure and approach for 
NORDHIF. 

No single governance approach can fit 
all collaborations as the nature of every 
cooperation model is different.   

Developing a specific governance 
approach that is based on 
fundamental good governance 
principles and has a clear operational 
and regulatory framework.  

Each NORDHIF member had similar 
expectations and assumptions about 
their cooperation model. 

Each member had very different 
expectations and assumptions about 
the cooperation model, which proved 
the need to develop a new 
governance structure and purpose 
for NORDHIF.  

The importance of a cooperation model 
and its members being transparent and 
explicit in its expectations and 
assumptions.  

First identify each member’s 
expectations, understandings and 
assumptions of the cooperation 
model as part of the process of 
developing a new governance 
structure. 

NORDHIF’s impact can be improved 
with a clearer governance structure.  

The process of creating a clear 
governance framework, including the 
organisational chart, has 
reinvigorated NORDHIF and 
members believe the new proposed 

The importance of having a clear 
governance framework for effective 
and efficient cooperation at the 
international level.  

Organisations which have relied on 
informal collaboration at an 
international level and lack a clear 
governance structure should 
undertake work to create a clear 
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structure will lead to a more effective 
working cooperation model.  

governance framework to make their 
cooperation model more effective.  

 

(B) DEVELOPMENT OF GOOD GOVERNANCE GUIDELINES 

WE BELIEVED THAT… WE OBSERVED THAT… FROM THAT WE LEARNED… THEREFORE WE RECOMMEND… 

We would be able to fully utilise 
existing good governance guidelines 
when creating them for NORDHIF. 

NORDHIF is a very unique 
cooperation model and whilst we 
were inspired by aspects of different 
guidelines and approaches, none 
were fully relevant for NORDHIF. 

Good governance guidelines must be 
specific to the cooperation model as 
there is no one-size-fits-all approach  

Conduct research into existing 
approaches, but develop guidelines 
which are specific and appropriate 
for your cooperation model.  

It was important that the answers 
from questionnaires about good 
governance guidelines reflected view 
the whole organisation, not just the 
secretary general members.  

By asking the questionnaire to be 
discussed and completed collectively 
by the Secretary General, President 
and Board members we were able to 
get answers which reflected the 
whole organisation and increased 
buy-in to the project.  

The importance of engaging all major 
stakeholders which make up the 
members of the organisation, to gain 
a complete operational view and 
increase buy-in. 

Ensure any research or 
questionnaires fully reflects the view 
of the organisation’s main 
stakeholders.  

Once a general outline of the good 
governance guidelines for NORDHIF 
had been created, the process for 
adapting and agreeing them would 
be relatively quick and 
straightforward.  

Moving from informal to semi-formal 
structures is complex, especially at 
the sub-regional level and can take 
time for organisations within the 
collaboration to match the changes 
to their  national situation.  

Even with clear timescales, the 
adoption of new governance 
guidelines was entirely reliant on the 
commitment of the member 
organisations to change in general.  

Allow for time and build in 
comprehensive review processes 
when addressing governance at the 
sub regional level.   
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COLLABORATING ON A SUB-REGIONAL LEVEL 

WE BELIEVED THAT… WE OBSERVED THAT… FROM THAT WE LEARNED… THEREFORE WE RECOMMEND… 

All NORDHIF members would have 
similar perspectives of what they 
believed needed to be developed or 
changed within NORDHIF. 

There was a disparity in perspectives 
between NORDHIF members in terms 
of what they believed needed to be 
developed.  

Membership organisations 
undertaking similar work should 
recognise the likelihood of differing 
perspectives and attempt to 
reconcile these at an early stage in a 
project. 

Allow for ‘emergent’ themes and 
perspectives to occur and adapt the 
governance structures to fit the 
collaboration requirements, rather 
than the other way around.  

All NORDHIF members had the same 
perspective of what NORDHIF was 
and is trying to achieve. 

NORDHIF members had very 
different perspectives of what 
NORDHIF was, what it was trying to 
achieve and the expectations that 
came from being a member.  

The importance of creating clear 
collectively agreed, but simple, 
governance guidelines which outlines 
the aims, objectives and expectations 
of NORDHIF.  

Organisations should not assume 
that all their members have a shared 
and common understanding of their 
organisation and what it is trying to 
achieve. 

 


