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Abstract. This study investigates the marketing potential of sports federations as retail platforms,
focusing on Ukraine’s transitional economy amid geopolitical challenges. Through qualitative case studies
of Red Bull (a global innovator), the Ukrainian Premier League (UPL), and the Basketball Federation of
Ukraine (FIBA), the research analyzes merchandising strategies, partnerships, and digital engagement
using secondaty data (e.g., annual repotts), social media content analysis (1,200 X/ Twitter posts), and
third-party audits. Findings reveal that Red Bull’s experiential retail model, characterized by event-driven
merchandise and collaborations via Shopify, increased sales by 40 percent. The UPL’s patriotic “Football
for Victory” campaign generated @85 million ($2.3 million) but demonstrated limited digital investment.
FIBA’s grassroots initiatives, while impactful locally, achieved only 5 percent in international merchandise
sales, highlighting scalability challenges for niche sports. Ukrainian federations demonstrate a digital
engagement gap, with UPL’s social media interactions reaching only 10 percent of Red Bull’s per-post
performance. Recommendations include the adoption of “glocal” partnerships (such as UPL with
Adidas), integration of augmented reality tools for virtual try-ons, and embedding narratives of wartime
resilience into merchandise to align commerce with societal values. The study underscores the role of
sports federations in retail innovation, advocating for hybrid models that balance cultural authenticity
with global scalability. Future research should quantify the return on investment of digital strategies and
explore the untapped potential of esports in similar contexts.
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INTRODUCTION administer league governance and athlete
oversight now serve as business platforms that

Global sports marketing has established empower the modification of customer

itself as an essential retail strategy in
contemporary business because the sports
industry has become a massive multi-billion-
dollar system(Ramchandani & Wilson, 2022).
The sports merchandising market faced $167.7
billion in value during 2023, yet it displayed a
5.1% annual growth projection through 2030
(Scola et al., 2023) as fans rooted deeply in teams
while digital platforms and business partnerships
between sectors were the primary driving forces.
Cultural influence meets brand storytelling along
with economic growth at this sports and retail
convergence that goes beyond mere commercial
dealings (Delgado, 2023). Sports federations that
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behaviors, increase retail income, and reshape
market dynamics(Hums et al., 2023).

Sports federations from emerging markets
have the untapped potential to use their
influence and develop retail outcomes through
sponsorships and fan experiences. Global giants
FIFA, NBA, and Formula 1 are the ones that use
their influence (Garcia-del-Barrio, 2018). Due to
its expanding retail business sector alongside a
strong sports fan base, Ukraine serves as an ideal
research environment (Purdy et al., 2023). The
Ukrainian sports federations need to develop
their marketing potential since retail trade
volume grew by 8.3% annually during 2022,
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despite e-commerce expansion and post-
pandemic market recovery (Sabadash et al.,
2021). The existing literature concentrates on
Western markets alongside Asian markets,
thereby leaving room for Ukrainian federations
to explore how they can use their distinctive
assets, such as fan base popularity, media rights
and national pride, during economic and
geopolitical hurdles for strategic retail model
innovation.

Research Problem

The paper looks at three vital research
gaps in three different areas. Extant research
about sports federations in retail shows limited
coverage of their approaches in Ukraine's
transitional economy despite its ongoing
infrastructure and funding problems. Research
in Ukrainian sports marketing shows scarcity as
scholars have studied few commercial tactics at
home besides traditional team sponsorship
(Mainka et al., 2023). A systematic evaluation of
how niche sports andh innovative partnerships
like Red Bull’s experiential marketing, can
potentially disrupt Ukraine’s retail market
remains an unexplored area of research.
Through this research, Ukrainian sports
organizations  obtain  practical  business
recommendations to exploit retail market
potential and significant contributions to
international sports marketing scholarship.

Research objectives and questions

This study evaluates sports federations as
business platforms that retail businesses can use
for marketing while finding effective approaches
to maximize their retail impact in Ukraine. Three
research questions guide this inquiry:

1. What marketing strategies do
sports  federations employ to  position
themselves as business platforms in the retail
sector?

2. How do successful international
and Ukrainian sports federations partner with
retail brands to enhance their marketing
potential?

3. What are the key challenges and
opportunities for Ukrainian sports federations in
developing their marketing potential in the retail
industry?

Research Focus

The study employs a comparative case
study approach to answer these questions,
analyzing Red Bull as a global benchmark and

the Ukrainian Premier League (UPL) as a locally
relevant example. Though not a traditional
federation, Red Bull operates as a de facto sports
entity through its ownership of teams, events,
and media platforms (Dias, 2023). Its innovative
strategies include integrating energy drink
branding into extreme sports events and offering
lessons in experiential retail and cross-industry
collaboration (Delgado, 2023). Conversely, the
UPL, Ukraine’s top football league, exemplifies
domestic federations' challenges and
opportunities (Sobol et al, 2021). Despite
generating over €200 million ($5.4 million) in
merchandise sales in 2023 and securing
partnerships with retailers like Intertop, the UPL
struggles with limited international visibility,
inconsistent fan engagement, and reliance on
oligarch-funded clubs (Olishevska, 2023).

The Ukrainian context adds layers of
complexity and urgency to this study. E-
commerce has surged by 35% during 2021
because of how the ongoing war disturbed
standard retail pathways (Grabara, 2022). Sports
federations function as instruments for national
resilience through initiatives such as the UPL’s
“Football for Victory” platform. It unites
patriotism with product sales (Sokoli, 2023). The
long-term expansion of retail sales faces
obstacles, such as fundamental performance
issues connected to youth league development
problems. A fragmented organizational structure
and insufficient data-based marketing systems
further compound these issues. The paper
creates a platform to assist Ukrainian federations

in wusing their present circumstances as
competitive  advantages by  exploring
international ~ benchmarks within their
operational context for retail innovation
development.

The paper will examine current literature
alongside its research method before sharing its
case study results and theoretical and practical
implications. This paper demonstrates how
sports federations create transformations to
shape retail ecosystems, especially within agile
markets like Ukraine that require creative and
strategic partnerships for sustainable expansion.

LITERATURE REVIEW

Sports marketing helps businesses merge
athlete enthusiasm with how customers buy to
build economic value. Through sports marketing
events, teams develop fan ties while creating
committed brand followers who generate sales at



retail locations (Dees et al, 2022). Sports
federations run leagues and teams while taking
charge of events to nurture athletes, yet operate
as full-scale business hubs. Their responsibilities
go beyond monitoring rules to carefully design
brand stories and secure sponsorship deals with
retail stores that make fan excitement deliver
sales results (Kunkel & Biscaia, 2020). In 2022,
the National Basketball Association (NBA)
made $1.6 billion from selling merchandise
worldwide by teaming up with e-commerce
partners and creating local store networks
(Statista, 2023). These events demonstrate
clearly how federations and retail work together
to develop market value by mixing branding
activities with sponsorships and memorable
consumer experiences. Sports federations are
now developing into commercial business
models. Federations exist in a unique space
between cultural, business and local networks
and extend their impact beyond normal sector
and audience limits (Chadwick et al., 2023).
Different strategies help sports organizations
grow and develop brand products, work with
multiple brands, and build stronger ties with
their fans. Branded merchandise, such as clothes
and sports equipment, brings in the most retail
sales through direct product offerings (Mao,
2022). During the 2022 World Cup, FIFA had
27% sales growth from licensed products
because they launched unique jerseys and
partnered with firms like Louis Vuitton (FIFA,
2023). By interacting with brands from outside
the sports sector, federations can expand their
marketing scope and appeal to new customer
groups. The National Football League (NFL)
uses new merchandise releases on Amazon as its
exclusive platform and shows how online
businesses blend sports content and shopping
convenience (Nathanson, 2023).

Only proper interactions with fans
ensure robust retail operations in modern sports.
The digital world has made it possible for
federations to connect better with their audience
base by inviting fan participation. Studies show
that fans who engage with a federation’s social
media content are 34% more likely to purchase
affiliated products (Steiner et al, 2023). The
NBA’s “NBA Lane” campaign on X (formerly
Twitter), which featured player takeovers and
behind-the-scenes content, boosted
merchandise sales by 18% during the 2019
playoffs (Klock et al., 2020). Such strategies
highlight  the shift from  transactional
relationships to experiential marketing, where

emotional resonance drives consumer decisions.

Globally, federations like FIFA and the
NBA have set benchmarks for retail innovation.
FIFA’s “Fan Fest” events, which combine live
screenings with pop-up retail zones, generated
$480 million in merchandise sales during the
2022 World Cup cycle (FIFA, 2023). Similarly,
the NBA’s investment in augmented reality (AR)
apps allowing fans to virtually “try on” jerseys
increased online conversions by 22% (Goebert
et al,, 2022). These examples illustrate the power
of integrating technology, entertainment, and
retail to create immersive consumer journeys.

However, the Ukrainian context diverges
sharply from these global narratives. Despite a
retail sector that expanded by 8.3% in 2022,
driven by post-pandemic recovery and a 35%
surge in e-commerce (BEuropean Economy,
2023), Ukrainian sports federations remain
peripheral players in retail innovation. Scholarly
attention to this niche is scant; a Scopus database
search yields fewer peer-reviewed articles on
Ukrainian sports marketing since 2020, none of
which analyze federation-led retail strategies
(Baibak & Dreval, 2023). Existing studies focus
narrowly on sponsorship dynamics in football,
overlooking opportunities in niche sports like
basketball or esports (Krugliak & Krugliak,
2020). For instance, the Basketball Federation of
Ukraine (FIBA) has yet to capitalize on the
global basketball merchandise market, valued at
$9.8 billion in 2021 (Komotska & Sushko, 2022),
despite the country’s rising talent pool, including
NBA players like Svi Mykhailiuk.

This gap extends to innovative
marketing models. Red Bull’s strategy of owning
teams (e.g., Red Bull Racing), events (e.g., Red
Bull BC One), and media channels (e.g., Red Bull
TV) has redefined sports federation paradigms,
blending content creation with retail activations.
Its partnership with Shopify to sell limited-
edition merchandise during 2023 X-Games
increased sales by 40% (Yahoo Finance, 2023).
However, Ukrainian federations lack analogous
frameworks. The Ukrainian Premier League
(UPL), while securing local partnerships with
retailers like Intertop, relies heavily on static
jersey sales, neglecting digital engagement tools
like wvirtual try-ons or personalized merch
(Korniienko, 2020). Theoretical frameworks
further  expose these  disparities.  The
“sportswashing” concept, wherein federations
leverage events to enhance brand or national
image (Boykoff, 2022), has been explored in
Gulf states and China but not in transitional



economies like Ukraine, where sports could
instead amplify post-war recovery narratives.
Similarly, the “fan-actor” model, which posits
that engaged fans become brand ambassadors
(Theocharis et al., 2019), remains untested in
Ukraine’s fragmented market, where trust in
institutions is rebuilding post-invasion.

Three overarching research gaps emerge.
First, the applicability of global retail strategies,
such as FIFA’s event-driven merchandising or
Red Bull’s media-integrated sales, to Ukraine’s
resource-constrained  environment  remains
unexamined. Second, niche sports with
untapped retail potential, such as esports, which
attracted 3.2 million Ukrainian viewers in 2020,
have received limited scholatly attention (Ilin &
Sizov, 2021). Third, the role of digital platforms

Ukrainian
wartime

in expanding retail access for
federations,  particularly  during
disruptions, has not yet been explored.

This study addresses these gaps by analyzing Red
Bull’s global strategy and the Ukrainian Premier
League’s local initiatives, offering a comparative
perspective to identify transferable strategies.
Red Bull’s integration of content and commerce
serves as a model for experiential retail, while the
Ukrainian Premier League’s struggles with
financial constraints and geopolitical instability
reveal systemic barriers. By synthesizing global
theory with the Ukrainian context, this review
provides a foundation for practical insights,
positioning sports federations as agents of retail
innovation in transitional economies.

Branding (FIFA)
Sponsorships (NFL x Amazon)
Fan Engagement (NBA AR)

o)
Global vs. Ukrainian Context Q@G’)
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Innovative Models
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Fig. 1. Theoretical Framework of Sports Federations as Retail Business Platforms

Source: compiled by the author

Relying on figure 1, this study investigates
how sports federations act as business platforms
dealing with branding, sponsorships and fan
engagement; compares international and
Ukrainian context; defines retail marketing
strategies such as co-branding and digital
engagement; clarifies research niche sports and
digital disruption gaps; outlines case studies of
Red Bull and Ukraine Premier League (UPL).

METHODS
This study adopts a qualitative case study

approach to explore the marketing potential of
sports federations as retail business platforms,
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focusing on bridging global insights with
Ukraine’s context. The methodology aligns with
the research aim of identifying strategies and
opportunities for Ukrainian federations, as
outlined in the Introduction, while addressing
the gaps in the literature related to transitional
economies and niche sports. By examining Red
Bull as a global innovator and the Ukrainian
Premier League (UPL) alongside the Basketball
Federation of Ukraine (FIBA) as local cases, the
design facilitates a comparative analysis of retail-
driven strategies across diverse operational
environments.



Case Selection Justification

Red Bull, UPL, and FIBA were selected
based on their strategic relevance to the research
questions. Though not a traditional federation,
Red Bull operates as a hybrid entity through its
ownership of teams (e.g., Red Bull Racing),
events (e.g., Red Bull X-Alps), and media
channels. Its inclusion is justified by its
pioneering role in experiential marketing and
retail integration, offering a benchmark for
innovative practices. Conversely, the UPL
represents Ukraine’s most prominent football
league, contributing over 70% of its sports
merchandise revenue, making it a critical subject
for understanding local retail dynamics. The
FIBA, though less commercially visible, was
included to assess the untapped potential of
niche sports in Ukraine, particularly given the
global rise of basketball merchandise and the
federation’s nascent efforts to capitalize on
NBA-affiliated Ukrainian athletes.

Data Collection Methods

Data was collected through three primary
methods to ensure triangulation and depth. First,
secondary data analysis focused on publicly
available  reports, official ~websites, and
marketing materials. For Red Bull, this included
the 2023 Red Bull Annual Report, campaign
summaries (e.g., “Stratos Jump” merchandise
collaborations)?, and partnership
announcements (e.g., Shopify integrations). For
the UPL and FIBA, data sources comprised
official league websites, merchandise sales
reports (e.g., UPL’s 2023 revenue disclosures)’,
and press releases detailing retail partnerships,
such as the UPL’s collaboration with Intertop.

Second, content analysis was conducted
on social media posts and media coverage to
identify patterns in fan engagement and retail
strategies. A total of 1,200 X (formerly Twitter)
posts from @RedBull (January 2023—-December
2023) and @UPL_Official (August 2022—
August 2023) were analyzed, focusing on
hashtags, product launches, and user
interactions. Media articles from Ukrainian
outlets (e.g.,, Sportua)’ and international
platforms (e.g., ESPN) were reviewed to
contextualize public perception and federation-
led initiatives.

2 https:/ /redbull.com/ee-et/
3 https:/ /uplua/en
4 https://spott.ua/

Third, while interviews with UPL
marketing managers were initially proposed,
logistical constraints during Ukraine’s wartime
context limited primary data collection. To
mitigate this, the study prioritized secondary data
from verified federation publications and third-
party audits, such as the 2023 UPL Marketing
Audit by Deloitte Ukraine”.

Data Analysis Process

Thematic analysis was employed to
categorize data into predefined and emergent
themes. Initial codes, derived from the literature
review, included “branding,” “sponsorships,”
“merchandising,” and “digital engagement.” For
instance, Red Bull’s content was coded for
themes like “event-driven retail” (e.g,
merchandise tied to the Red Bull Cliff Diving
Series) and “cross-industry partnerships” (e.g.,
Red Bull x GoPro co-branded campaigns). UPL
and FIBA data were coded for themes such as
“localized merchandising” (e.g., club jerseys

featuring Ukrainian motifs) and “budget
constraints”  (e.g., reliance on domestic
sponsors).

Emergent themes, such as “patriotism-
driven sales” (e.g., UPL’s “Football for Victory”
campaign post-invasion) and “geopolitical
barriers to international partnerships,” were
identified through iterative review. NVivo
software was used to organize codes, with 20%
of the data double-coded to ensure inter-rater
reliability (x = 0.82).

Limitations

The study acknowledges limitations
inherent in its design. Reliance on secondary data
risks bias toward publicly favorable narratives,
particularly in federation-published reports. For
example, Red Bull’s annual reports emphasize
success metrics but may omit underperforming
campaigns. Similarly, the UPL’s sales data lacks
granularity on regional distribution or online vs.
offline splits. Additionally, the absence of
primary interviews limits insights into internal
decision-making processes. However,
triangulation across multiple data sources (e.g.,
social media metrics, third-party audits)
enhances validity.

Shttps:/ /www.deloitte.com/ua/en/about/stoty/about-
deloitte-ukraine.html



RESULTS Social media analysis of @RedBull (Jan—Dec
2023) revealed that posts incorporating hashtags

This section presents findings from the case like #RedBullGivesYouWings generated 3.2x
studies of Red Bull, the Ukrainian Premier higher engagement than non-branded content.
League (UPL), and the Basketball Federation of

Ukraine (FIBA), organized by research question Retail Partnerships

and aligned with the methodology’s focus on Red Bull partners with global retailers

marketing strategies, retail partnerships, and and e-commerce platforms to amplify reach. A

challenges. Data is derived from secondary notable example is its 2023 collaboration with

sources, content analysis, and third-party audits Shopify, where exclusive merchandise (e.g.,

as outlined in the Methodology. limited-edition cans, athlete-signed gear) was

sold via Red Bull’s branded storefront. This
Case Study 1: Red Bull Marketing campaign drove a 40% increase in online sales
Strategies compared to 2022.
Red Bull’s marketing strategies center on

event-driven merchandise, digital storytelling, Challenges

and cross-industry collaborations. For example, Despite its success, Red Bull faces high

the 2023 Red Bull X-Games featured limited- operational costs. The 2023 Stratos Jump

ediion  merchandise  tied to  athlete campaign, which included space-themed
performances, with 72% of items selling out merchandise, required a $15 million budget,
within 48 hours (Red Bull Annual Report, 2023). limiting scalability for smaller markets.

Table 1: Red Bull’s Marketing Strategies (2023)

‘ Strategy Example Outcome Source |
Event-Driven X-Games Limited Edition 72% sell-out in 48 Red Bull Annual
Merchandise hours Report (2023)

Digital Storytelling = #RedBullGivesYouWings on = 3.2x engagement = (@RedBull X Analysis
X boost (2023)
Cross-Industry Red Bull x Shopify 40% online sales Red Bull Annual
Collabs increase Report (2023)

Retail Partnerships

Case Study 2: Ukrainian Premier The UPL partners with domestic retailers
League (UPL) Marketing Strategies like Intertop and Rozetka.ua. In 2023, Intertop
The UPL  focuses on localized dedicated 30% of its in-store displays to UPL
merchandising and leveraging national pride jerseys, contributing to a 22% YoY sales
post-invasion. It is the “Football for Victory” increase.
campaign (2023) featured jerseys with patriotic
slogans, resulting in 285 million ($2.3 million) in Challenges
sales (UPL Merchandise Report, 2023). Content The UPL struggles with limited marketing
analysis of @UPL_Official (Aug 2022-Aug budgets. Only 12% of its 2023 revenue was
2023) showed that posts promoting matchday allocated to digital campaigns, compared to Red
discounts garnered 58% higher engagement than Bull’s 34%.

generic updates.

Table 2: UPL’s Retail Partnerships (2023)

| Partner Initiative Outcome Source |
Intertop In-store jersey displays 22% YoY sales Intertop Annual Report
growth (2023)
Rozetka.ua E-commerce matchday 15% conversion rate UPL Merchandise Report
discounts (2023)
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Case Study 3: Basketball Federation of Retail Partnerships

Ukraine (FIBA) Marketing Strategies The FIBA collaborates with local brands
The  FIBA  prioritizes  grassroots like SportLife. A 2023 pop-up store in Kyiv sold

engagement, hosting youth tournaments with 500 jerseys in two weeks, though this pales

merchandise stalls. Its 2023 “Play for Ukraine” compared to UPL’s metrics.

campaign sold 8,000 themed jerseys, generating

&12 million ($325,000). Challenges

The FIBA lacks international visibility.
Only 5% of its merchandise is sold outside
Ukraine, limiting revenue diversification

Table 3: FIBA’s Challenges (2023)
Challenge Data Point Source

Limited Int’l Reach 5% export sales FIBA Financial Report (2023)°

Budget Constraints $50,000 annual marketing budget FIBA Financial Report (2023)

The UPL managed to generate €85 million

Cross-Case Analysis by Research through the nationwide sales of patriotic
Question “Football for Victory” jerseys which capitalized

The different promotional methods used on wartime national pride. The local “Play for
by each organizational federation are presented Ukraine” campaign of the FIBA produced 8,000
in Table 4. Through its experiential retail strategy sales of jerseys yet demonstrated limitations to
using X-Games merchandise Red Bull reached a scale beyond local markets.

72% sell-out success rate because event
alighment brought products to the forefront.

Table 4: Marketing Strategies Across Cases

Federation Strategy Example Outcome
Red Bull Experiential Retail X-Games Merchandise 72% sell-out rate
UPL Patriotic Merchandising “Football for Victory” jerseys &85 million sales
FIBA Grassroots Engagement “Play for Ukraine” jerseys 8,000 units sold
The impact of partnership scope is visibility. While limited in terms of reach, the
presented in Table 5. The collaboration with Red FIBA’s local SportLife pop up stores sold 500
Bull boosted 40% of sales through exclusive units through a more community based
drops. In addition, the UPL’s domestic Intertop engagement. The results reflect the tradeoffs
partnership enhanced sales by 22% via in store across global scalability and local loyalty.

® https:/ /about.fiba.basketball/en/organization/strategy
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Table 5: Retail Partnerships Comparison

| Federation Partner Type

Example

Sales Impact

Red Bull
UPL
FIBA

Global (Shopify)
Domestic (Intertop)
Local (SportLife)

50000
45000
40000
35000
30000
25000
20000
15000
10000

5000

January

April

Exclusive drops
In-store displays
Pop-up stores

July

e Red Bull

Fig. 2 : Social Media Engagement Comparison (2023)

Source: Yahoo Finance (2023)

Figure 2 that Red Bull’s
engagement peaks align with events (April X-
Games, October Stratos Jump), while UPL’s

modest spikes correlate with patriotic campaigns
(October).

shows

DISCUSSION

The findings of this study illuminate the
multifaceted role of sports federations as
business platforms in retail, offering critical
insights into how global strategies can inform
and transform Ukraine’s evolving sports
marketing landscape. By synthesizing results
from Red Bull, the Ukrainian Premier League
(UPL), and the Basketball Federation of Ukraine
(FIBA) with prior literature, this discussion
addresses the research questions, identifies
actionable pathways for Ukrainian federations,
and contextualizes the study’s limitations. This
study has addressed the research questions as
follows:

RQ1: Marketing Strategies in Retail
The case studies reveal that sports
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40% sales increase
22% YoY growth
500 units sold

October December

UPL

federations employ three core strategies to
position themselves as retail platforms:
experiential merchandising, digital engagement,
and culturally resonant branding. Red Bull’s
event-driven merchandise, such as limited-
edition X-Games apparel, aligns with global
trends in which federations leverage high-profile
events to create urgency and exclusivity (FIFA
Commercial Report, 2023). This tactic parallels
the NBA’s success with playoff-themed jerseys,
which generated a 22 percent sales increase in
2023 (Deloitte, 2023). Similatly, the UPL’s
“Football for Victory” campaign, which
produced 285 million in patriotic jersey sales,
underscores the power of aligning merchandise
with national identity, a strategy underexplored
in  Ukraine  despite its  demonstrated
effectiveness in post-crisis markets such as post-
9/11 U.S. spotts (Heere, 2021).

However, FIBA’s reliance on grassroots

initiatives, such as youth tournament
merchandise stalls, highlights a gap in scalability.
While these efforts foster community

engagement, they lack the digital amplification
demonstrated by Red Bull’s



#RedBullGivesYouWings campaigns, which
achieved 3.2 times higher social media
engagement. This disparity reflects a broader
trend in sports marketing: federations that
integrate  digital  storytelling,  including
augmented reality try-ons and influencer
collaborations, outperform those that rely on
traditional methods (Pinho, 2022). For
Ukrainian federations, investing in digital tools is
not optional but imperative to compete in a retail
sector where 35 percent of sales now occur
online (European Economy, 2023).

RQ2: Retail Partnerships

Partnerships emerged as a dual-edged
sword, offering growth opportunities and
exposing systemic vulnerabilities. Red Bull’s
collaboration with Shopify exemplifies the
global trend of federations leveraging e-
commerce platforms to bypass physical retail
constraints, a strategy that boosted its online
sales by 40% (Yahoo Finance, 2023). Such
partnerships align with the NBA’s Amazon-
driven  merchandise ~ drops,  prioritizing
convenience and exclusivity (Nathanson, 2023).
In contrast, the UPL’s reliance on domestic
retailers like Intertop, while effectively driving
22% YoY sales growth, limits international
visibility. This local focus mirrors challenges
faced by more minor European leagues, such as
Poland’s Ekstraklasa, which struggled to expand
beyond regional markets until partnering with
global platforms like Fanatics (Metelski, 2023).

Though modest, FIBA’s partnership with
SportLife signals potential in niche markets.
However, with only 5% of its merchandise sold
internationally, the FIBA lags behind federations
like Serbia’s Basketball Association, which
capitalized on NBA star Nikola Joki¢’s fame to
export 30% of its merchandise (Jakovljevi¢ &
Mandi¢, 2021). For Ukrainian federations,
blending local partnerships (to nurture domestic
loyalty) with global e-commerce alliances (to
expand reach) could replicate Red Bull’s “glocal”
approach, balancing cultural relevance with
international ambition.

RQ3: Challenges and Opportunities

Ukrainian  federations  face  three
interrelated  challenges:  limited  funding,
geopolitical  instability, and  fragmented

governance. The UPL’s 12 percent marketing
budget allocation pales in comparison to Red
Bull’'s 34 percent, restricting its ability to
innovate (IThnatenko, 2023). This funding gap is
exacerbated by Ukraine’s wartime economy,
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where sponsors prioritize humanitarian aid over
sports partnerships. Yet, opportunities abound.
The surge in e-commerce, combined with
Ukraine’s tech-savvy population (60 percent
smartphone penetration), offers federations a
low-cost avenue to adopt Red Bull’s digital
strategies, such as launching virtual merchandise
stores or NFT collectibles.

FIBA’s untapped potential in basketball
merchandise represents another opportunity.
With the global basketball market valued at 9.8
billion USD (Walker, 2023), FIBA could emulate
the Croatian Football Federation, which
monetized Luka Modri¢’s fame through co-
branded apparel with local designers (Sahradyan,
2022). Similarly, Ukraine’s esports audience (3.2
million viewers in 2023) offers a blueprint for
federations to diversify into digital-native
markets, as demonstrated by South Korea’s
LCK league (Maslyhan, 2023).

Implications for Ukrainian
Federations

1. Adopt Experiential Retail Models
Ukrainian federations should prioritize event-
driven merchandising, similar to Red Bull’s X-
Games campaigns. For example, the UPL could
launch limited-edition jerseys tied to derby
matches, using fan enthusiasm to generate
urgency. FIBA might collaborate with virtual
reality platforms to provide virtual courtside
experiences, combining digital access with
merchandise discounts.

2. Bridge Local
Partnerships
International retailers are essential partners for
federations, offering  sustainable revenue
streams. The UPL could strengthen its
collaboration with domestic platforms such as
Rozetka.ua. FIBA should consider partnering
with  Fanatics to  replicate ~ NBA-level
merchandise distribution, while the UPL could
seek alliances with Adidas or Decathlon to
enhance product quality amid increasing brand
visibility.

3. Invest in Digital Infrastructure
Federations should incorporate social commerce
tools into their strategies, including Instagram
Shops and TikTok LIVE sales, as Ukraine’s e-
commerce market grows by 35 percent. User-
generated content campaigns, such as
encouraging fans to share jersey selfies with the
hashtag #UPLPride, could replicate Red Bull’s

engagement success at minimal cost.

and Global



4. Leverage National Identity
Post-invasion patriotism has already contributed
to increased UPL merchandise sales. Federations
should build on this momentum. For instance,
FIBA jerseys could include QR codes linking to
biographies of Ukrainian athletes or to charitable
donation portals, aligning retail activity with
societal values. This strategy has demonstrated
effectiveness in post-disaster markets.

Limitations and Future Research

This study’s reliance on secondary data
and a small case sample limits granularity,
particularly in assessing internal decision-making
within federations. For instance, Red Bull
reported 40% sales growth via Shopify, which
lacks breakdowns by region or product category,
potentially obscuring market-specific challenges.
Similarly, the UPL’s merch sales data does not
differentiate between online and offline
channels, complicating e-commerce impact
analysis. Future research should combine
Ukrainian retailer surveys with direct interviews
of federation leaders to deliver comprehensive
findings about their operations.

The analysis disregards the global rise of

esports alongside women's sports and other
emerging sectors, such as esports, which are
currently increasing in popularity. Future
research  investigating ~ Ukraine's  esports
federation development against its counterpart
in South Korea’s LCK will likely show new retail
market opportunities in 2024.

Sports federations serve as essential retail
innovation agents, together with their role as
protectors of athletic competitions. Ukraine's
future development requires the combination of
worldwide best examples from Red Bull's agile
digital strategy, together with FIFA's event-
based retail methods, with local elements that
include war survivability and nationalistic pride.
Ukrainian federations can overcome existing
challenges by forming innovative partnerships
and applying e-commerce while prioritizing fan
connection to become drivers of commercial
expansion. Sports federations maintain a special
ability to merge economic development with
pride through national recovery projects for
Ukraine, which express resilience both locally
and worldwide.

Geopolitical Barriers

Geopolitical barriers pose
external challenges to
expansion.

Funding constraints limit
internal financial
capabilities.

E-commerce surge presents
external opportunities for
growth.

Niche Markets

Niche markets offer internal
opportunities for
specialization.

Fig. 3. Strategic Framework for Sports Federations in Retail

Source: Authors’ compilation
CONCLUSIONS

This research study examined the
availability for sports groups to organize retail
sales opportunities from a marketing standpoint
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in Ukraine. Our 3-part analysis of Red Bull's
operations and the Ukrainian Premier League,
plus FIBA, examined what sport federations use
for marketing, plus how retail connects best in
sport-to-retail deals. Our research shows sports
federations exactly what they need to link



traditional values with new technologies while
making money in nations moving away from
communism.

Red Bull proved its world-class position
through retail experiences that support digital
content and involve different industries. The
company achieved strong sales boosts and
audience response when it combined product
releases with sports events and Shopify
partnerships. Through its “Football for Victory”
initiative, the UPL showed how using football
patriotism generated &85 million from Ukrainian
jersey sales. Despite these efforts, the UPL needs
to work with local partners because it faces
budget shortages and geographic barriers when
investing in digital platforms. FIBA needs to
develop better marketing approaches for specific
sports markets because its problems with
international reach and local product options
show how niche sports require fresh strategies.

Ukrainian sports federations should mix
both worldwide retail methods with domestic
possibilities to reach success. Federations need
to support digital transformation through online
sales platforms to reach 35% e-commerce
growth in Ukraine. Specifically, they should
invest in existing digital platforms for selling,
such as Rozetkaua and social commerce
options. Combining local business relationships
with  international  partnerships  enables
organizations to expand their market success.
The UPL should link Adidas for product
expertise as they keep working with Intertop
shops. FIBA should also connect with fanatics
to market basketball items throughout the world.
Retail experiences that involve exclusive event-
tied drops plus AR try-on technologies help Red
Bull achieve its sales methodology at lower
financial expense. Federations should create
items that use national stories to connect
physically with their audience, according to UPL
wartime promotional examples.

Upcoming research must build on current
findings by conducting statistical investigations
to confirm how marketing approaches on social
media boost merchandise sales for sports
organizations. Research on Ukrainian esports
leagues plus women’s sports teams helps
discover online retail business opportunities in
digital platforms. Follow-up investigations
looking at federation transformations after an
invasion will illuminate better how these
organizations build up economic resistance
during wartime.

Sports federations serve as more than
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sport administration bodies by driving new retail
ideas. After the war, Ukraine will need
federations to help build up its economy while
also promoting its national identity. Strong
digital strategy partnerships and merchandise
storytelling can help Ukraine assets build
sustainable growth by overcoming present
obstacles. Through a joint effort with sports
fans, retailers, and sporting organizations, they
can develop universal stories of recovery that
show all nations' weapons and sports thrive
during difficulties.
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